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O-ood pareonnel adainistrntlon will n«Ter ee&se to 

% 

b« an art> &nd ytt% It is beooaing «ore and sort a saianss. 
iRdustridl Isadsrs hare frsquantLy raferrsd to it as Ivmaxi 
anginssring. Psychologists and parsonnsl adninis trators 
Qov refar to sons of thsir rabidly improving zoathods and 
tschnic^ss as tools of thsir scisnos. 1!h«rs ars rsason- 
ably satisfastory tools fbr aoasizrine ths abilitiss of a 
•an. Yhsrs are reasonably good inatxnasnts for olassify- 
ing him# rating hin» and placing hia in a proper job. 
Psychologists oaa do a fairly satisfactory job of conduot<- 
ing opinion polls and attitude surveys * but something is 
eertainly «issing« for Industrial workers striks* sailors 
in the U, S. Mavy •ake unneoaassry complaints* and both 
groups bHleve In erroneous theories* which only eerves 
to separate the orevs and their officers unnecessarily. 

Any mathematician solving a difficult problsa likes 
to check hie work by a different method. It is my belief 
that ths method presented herein is at least a good method 
to be used by leaders in okeokitig for omissions and possi-’ 
bis suggestions regarding the personnel situation. It is 
just as sound as the oheok-off list for accurate material 
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■Alnt«iuuio«» long «9o«pt«d 1b K«iry for u{>-]ce«s> of gmut# 
fir* Boatrol aqulpaejit* end all ahl|>*a aaohinary. Za fact* 
tka aah«M praa^tad la a okeak-llat, Zt la alakad at 
praaohliig tha paraoanal altmatloa fraai tha atantpolnt of 
■atlTatioB la wdar ta battar aarva aa a doublt-ehaelc oa 
tha laadarahip and adalniatratlon atathoda. Thla la aa at* 
tai^t to raflna tba thaoriaa and faata of ona phaea of load* 
arahlp into a aalantlflc Inatruaent for practical uaa« 

list* praaantad In this lliaalat la daalgnad for 
uaa hj laadara In tha United Stataa Vaar, la naoeaaary 
to Halt t&e altuatloR oovarad to tha Kavy in order to kaap 
the ohaok*llat brief and vorkabla far a apaoiflo altuatlon. 
It la tha hope of tha author that thla Hat will dawalop 
aj»d grow to ba a uaeful aeheaa* or tool of paraonnal adf- 
alnlatratora* in or out of tiia Navy. It thla Hat will 
aid any Savy offloara to aalataln thalr paraonnal la tha 
hi^aat atato of afflelaney# uaafuineaa« anthualaaB* and 
raadlnaaa for «aarganelaa» It will hare aerwed ita pmrpoaa, 
Tha author la daaply indabtad for anoouraganentf oara* 
fttl oonaldaration of hia idaaa> and for nany uaaful auggaa* 
tlona to Cr« Harway Walkar» (^io Stata Unlwaraltyi Dr. C. 

B. Mandanhall» Ohio dtata Unlweralty; Captain C. B. JLoCo«ba» 
UBM; Captain Allan B. Roby* USB; Coanandar £• M. Brown* USB; 
Coaaandar T. D. F. Langan* t73H; CoBBUuatdar B. S. Vlggln* USB; 
Caanandar B. V. Dunlop* Coaaandar J, R. Maohiroth* USB; 
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THE HEED fOh H&RGfim IIOTIYATIOII IH THE HAVX 
THE Qaja>^in; 

The i» * Bftmn for •btaiaiag lner»a««4 

p«rs&a«l •fri«i«ao7 in p«rs«nn«l in th» Uaitad Stataa 
Havy by foovMiag attantlMi an the huasea eI«Mnt» All 
pliaeeft of pereonnel edalnletretlon are interrelated and 
Btrongly iaterleoked. It ie prei»oetd to attack the pro* 
bleo of predueiac end ■aiatraiaiag high oorale aad eothuo- 
ias«t not frea the laeaal anglea -* net by eonsidaoriag 
tr^iniagt or aeleotion* or proaotloa eeper ately ** bat 
1^ eoneiderifig it fToe the approaoh of BotiTatioii, 

owe CUL*<FLE DISPLAYDUft POOR WOTIVATIOH 

Several tioee ehipa have been direeted te eend a 
■aadatery ^tota ef aen to eoae Jiavy School* on one eeo* 
aaioB to a fire oontrol e^ool* Two eeaoen flrct olae»* 
or fireoontrelaen any olass* or electrieime aatee any 
olaee* were re<|uirod. A eurvey ef the orew showed that 
none desired the aeeignaent* that the one fire oontrol 
warn on board had proviously attondod the esae elass* and 
that none of the eeaaen were qualified fer euoh e eebool 
ae eviJenoed by the aptitude grades end educational his- 
tory in their Bervioe records. In fast* all aen* save one* 



1 



i 







I 



mat 



i 







am S m 



mt 



^ A 







i 

\ 




Kt 






i» 



MTk 



k 0 



A> 





%> 




Ol 







5 



•xpjrtsfttd a ttroog positive desire not be be sent 
to the school. A. report to the next senior ooxaander 
oone>«rning the situation ocoesiooed orders to pick two 
sen on anjr basis snd detail 'Uiea to sohool. One sesaan f 
first class# not theoretioslly qualified for a subject 
generally oonaidered difficult# but eho vrac at least 
tfilliag# if pressed# was detailed to attend. His real 
desire was to bsoc»e a gunner's aats# not a firs control* 

■an. to sons ext set# his offioers were shls to coavincs 
hia that the course would benefit hia. The other aan 
sent was ssleeted for reasons of expediency. He was the 
fire oontrolaan first class )<ho did not desire to go# 
having aany reasone of his own# including the fact that he 
hae previeuely attended. Obviously# the officers concerned 
were trying to train our sailora# were attex^tlng to de it 
in an organised and systenatio aanner# and wanted the best 
to attend# but certainly the Havy would not get ideal re* 
suits froa trsining those two Individuals. If sobmi tech- 
niques of aotivation oould have been discovered to select 
good who desired to attend# or ta change the situation 
so that the sailors would want to attend# all persons con* 
esred would have been more satisfied# '^s students probably 
would have gained aot^s knowledge or gtill# snd the effieienoy 
of the Mavy would have been improved. 



Ia th« «x«spl9 d99orib0d above* eoao offloers were 
at an arcanisatloaeO. ItTtl irhcra the dlffioultlai v«ra 
partloularl; obvloua* jet sose of the resediee were far 
b«jon4 ooKtrol. &«eh of fleer see« dlff leva tie* end f&olta 
in ether offioee ooneeroed elth a problea. Bat It would 
be aere to the peint if each person were to have a falrlj 
olear vleir of hie o«m aituation* a aethod of evaluating 
hie own vait* and a waj to eee eoae poeeible iapro v e a te* 
eapeeiallj theee iaproveaeate under his owa eontrel. The 
problem of the atudente hinged around vhat oan be referred 
to aa Botivatlen; the enersj wltii livleh each Individual 
aan a^plle# hlaeelf to hla Ravj taek. 

T»t TMtaiS 

The theele le that the c^plloatlen of the beet aotlva- 
tlen teohnl^uee le of btaoet iapertanee to pereoa oo«-> 
eerned wll^ the adalitie tration or aanageaeat ef aen* that 
t^e orgaaixatiOB ef thoee teehnlqaee late a tiMek-^liet fields 
aeoheae for the praetloal eelf-eraluatlen of the aotlvatlon 
oealltlaac exietlng within the area ef retponeibilltj ef 
each adalnietrator* and that applleatiea of eueh a aeheae 
will eaggest needed adainietmtive iaprovaaents to hla* 

All of this etti be proved* it le hoped* by preeentlng the 
ehedo-llet* evldenee anbe ten tinting the prlneiples In the 
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Asd a aaapla aTaluation ef a Navy Job bj uaa 
of tiMi oha^E-liat. 

Thtt laportenae of aotivatian in business and Industry 
is ttis United States is easily sstablisbsd by reoo^nizi»£ 
ths followiac point s$ 

a« Tbe dstp oon«si*n of Kaaaissadxit vitb ths problec 
of increasing preduetioa through is^>reyiim huana 
sffieisney. 

b» The groat anouat of literature dealiag «dth a&Of 
agesMfit froa the stcadpoint of *huaaB sRgit»cer-> 

e. , Tke aany produc tire inoeiitleeSf bo th f iaaneial 
and RORofinanoisl* tested and osed by isanasesMit, 

d. Tbs great aa»ant of produstioo» tiae lest through 
strike s» slowdowns* unoffisial work liaits* fea* 
therbeddiag* and other poraonasl iReffisienoiss, 

The situation and sendiUens in ISis Kary ara far dif- 
fsrsnt froa those existing in industry. In gsneral* there 
is ne •reduction line. Pay eannot be as flexible nor as 
wall adapted to produotioa inesntiTss. Strikes against the 



]y &• •• Yerkes# *ilaR»pcwcr and Military kffsctlTsnsssi Tke 
Case for Hunan iJagineerlng, * of (k>nsultln^ feyohol* 

ogy < (Septeobcr-October* 1941}* Voluae 6* page ^5^ 
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g 0 V«nyient o*iu%ot b« ^I«rate4 mr% atrlicec In Indvatry. 

Ptrsonnel of Umry aMt 1i« ready for varied eventuelltiee* 

But tlMire ere aaay eonelueione of veltie to ttm Mevy tdtleh 

een be drawn fro* faete Xearned Isy indwetry* There nay be 

ee»te trul^ in Webeter R6bineen*e etateaent to the effeet 

£/ 

that aerale la the product of inoentlTee. 

The Havy doee »ot« and eaimot afford to etiok Ita 
head in the eand» play ite own gaae> prooeed on tiie policy 
that Xavy problese are cospletely different* and that there- 
fore* the Xavy auet use the Xavy ejotea alone and aolve Ite 
own proMeae elngle handed. Am proof* the faot ahould. be 
noted that many officers are aent yeaxly to unlveraltlee 
to garner all poaaltle of the ai¥}lloable bite of elvlllan 
■ethoda end faotc. There are eany Blallsrlliiee between 
Xavy and laduatrlal condltione, Coaparlsona are of greateet 
▼alwe Md lnt«*aet« In foot* one of the greateet alallaz^ 

Itlea exlata la that Xavy recruits are drawn free all cltizena* 
froa the eons of aea In Induatry* «id even froa industry lt-> 
aelf. They grow up together* read the eaae newspapers* de- 
sire alailar things froa Ufa and #9q>eet the ais&e type of 
treatment. If induatry has a new and better proeedure* It will 
be deelred eventually by the aen of the Xavy. 



s/ 



Webeter Roblneon* yundeaeatale of Biwlneea Qrganltation* 
(KoQraw-Mlll Book 6o,* «ew York* i^^)* p. l99. 
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TMJS FR03I..IM OF KOfITmOW IX RPUCATIOtt 

Zt li a 0i8pl9 Batter to oolXect quotations and faet> 
ual ftTHenot to indicato a widespread belief tiiat sotlTatlon 
is essential to effeotlTe learning. It is not neeeesary 
that Z present the rarious theorios of learning. Soaie ps^r* 
chologiit^^o ao far as to say that all learning aust be 
•otlTated. Aleost all descriptions of the learning process 
include sons action of Botivation. KoGeoch presents quite 
a coaprehensiTe surTey of %diat is kaown about SKstiTatioa in 
learning. Re eoncludes it sayings *Zhe inference that aotl» 
▼ation is one ef the aost necessary and potent conditions 

V 

of rate of learning eeew ineecapRble. * 



1/ P. T. 
Zne.9 



Young* 
Rev Xo 




(John Viley and Sons* 






Ae ezaaplee* eee G. R. Wilson* RotiT ation of Arlthetio * 

XI. S. Departaent of Ihe Interior* bureau b^^ ibduoa!tion 
Bulletin* 19E9 Ko. (Ot>Temaent Printing Office* Wash- 
ington* 1926)* p. 2. Wilson listed six steps as part 
of the learning prooess: I. Interest or Motive; 2. Rental 

aet; 3. Attention; 4. Understanding; 5. Repetition; 6. Use 
and application. See also Young* op. cit.» p. 327* for 
a discuBslon of the lav of effect. Thorndike* e lave of 



learning are the lave or prineiplee of readiness* exerelee* 
and belongingneee . Certainly these contain i»- 



gff£^ and jifttong^nfiafip.. 
plications of aotivatioa. 



y J. A. WcQeooh* j;^f. 

HMns* Green A Co.* Rev York* 1942) p. 273. 



( Long- 
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MotiTAtion 18 Inportant froa the taaohlng and of odu- 
cation as vall» Tha Amf &ir Foraea Ariatlon Pairohology 
Prograa produced tba fi>Iloving atataaent: ’■EaparlaRoad 

a\;|>arvi8ora in both priaairy cad adranaad s^oola hsTO 
ranked interaat in tha af teaming as the quality of 
the moat iaportanea for aucceaa aa an iaatruator. * 0am 
widely aocaptad theory ef learning sees adueatian aa only 
aa sis ting each iadlTidual to t«aoh hinaalf* tints > aaeh 
inatruotar aust aotlTata eaoh iadiTidual atadant to direet 
himself toward tha task of learniag a subject and to do 
80 with sttffieiant energy to assure reasonablo success. 

TKi: PROBLTBW OF WOTITATIOit IH THK UWITKP STATSS ARMY ASP KAYX 
Vhen daairing imprawed paxrfornsnoaf aduaatora often 
speek of >otiTatiea» Industrial managers apeak ef inoeBtiTta# 
and Army or Mafy offleara tend to refar more often to dia- 
eipline* training# morale# or to leadership. All of those 
term orerlap; all Imee the same ala# inereaaed human effio- 
ianey. Tha impertsnet ef metiTation in military serTioe 
is easily astablishad by recognising the fallowing faota: 
a. This problem# to a large extent# precipitated 

the multitude of boAa about military leadership. 



^ Unitad Statae Army Air Foreaa# Aviation Psychology Program# 
Report Mo. 14# Per^ologic^ Reaearoh on Prcbleoa ef Re«» 
diatributi<Mi (devei^^t P^ntl^ Oi'floe# Washington# 1946). 
preilminr4?y ed. # p. 26 . 



m mtiwtinm t# 

«n 



iiv*f • ^ MJIr^ tftf * 
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b. 



A glanot At tb .0 prefaeeA »nd t&blca of oonteatt 

will Abow fluok subjAOts AS lajAlty* dut/» dit« 

olyXinc# dlAOontARt* <WKpetXtlOR» aotivas* pro-> 

paganda* effleicbojr* «te. Tb« Army and Scvy arc 

2 / 

contiAuously stud/Xag Xt&darcMp. 

Lairic «f pcraonal sotiYAtloR In an indlvidiMl hat 
■an/ tlM«a bean bXaaeJ for Xaok ef indlTlduel euo> 
ca«i. In faat« Professor John C. rXanagaa* of 
tha uaivarsit/ of Pittsburgh» said that oo« Of 
tha aora iaportant aontribaU ana of %ha Am/ Air 
fbroaA ATiatioa Ps/ehaXog/ Pragraa to tka seiaaaa 
of parsonnaX psjehaXog/ vas in tka area raXated 

A 

ta aativatiMaa faotora, ”Xt vas ekovn that 
■aasurea of broad iataraata^ inclinations* «od 
▼slues oouXd be used to iaproYs tba pradiations 
of auoaass obtained froa aptitude test scoras.^ 



2 / davaral studies of laadarship were aada during the ^ar« 

An exflttpXa is the stud/ rapertad b/ the Am/ Air Foreas 
Aviation Fs/ebaXog/ Progras is Baport >s> X4 » op. cit.* 
tables 3.x azid 3.P aspaoialX/. at ^as coopers* 

tiva stud/ of leaderakip is being eonduotad b/ the U.S. 
Asy/* Offiea af SsYal Rasaarch and The Ohio State UniYer* 
ait/ Raaearoh Foundation. Another study af leadership 
is being conducted b/ The UniYersit/ of har/Xand in con* 
Junotion with the tJ. S. Nsy/. 



^ John C. fXanagnn* Professor of Ps/oholog/ at the UniY* 
arsit/ of Pittsburgh* and during world sar II Diraotar 
af the U. 8. Am/ Air Fox*cta Aviation Ps/eholo^ Pro* 
graa* and Chief* Fa/choXogical Branch* Aasaareh Div.* 
Office of the Air Surg^n* a apeeoh* Contributiona of 



Reaaarah 

raaentad at the naatj^g 
araonnaX Aaaoeiationa at CoXunbua* 



i at the naatj^g of the CounoiX < 






of Ouidanaa and 
Ohio* tiareh 28* 1947. 
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c. liar# b««n a«ny Instpnoeo In callltary hl§- 

*i* tory trh«n r««ults have been Xeec then idleal dtae 

' to uftdeelred motiTatloHf inetaneee of £0l4 

briokins* gan-deolciRgt refusal of ao»e pilot* 

«r - to fly oontinaed ooabatt abeenoe vlthout leave* 
o akiziilng deny* retreat fre« battle* end elow- 
Mse ia anewertag a call to work. 

d. The Aray aiid Vavy hl^ ooaamde are oentinoously 
atteieptiag te Influenee aen; to notlTate thea in 
one way or another* te enlist* or to fi^t* or 
to coobat Tonereal disease* or not to fraternise 
with a eoaqnered eneay. 

The trend in personnel adminletration and pereonnel 
peyeheloigy in the Xavy and out* it toward nore *«oientifle* 

S/ 

proeederee. Senetinee the werd *§eientifie” is need rather 
loosely beeaues of tbm added preetige it givee whenever 



2 / for die euse lone oonoeming the personnel prooedis’oo ueed 
and considered of value in the servioee see: Janes C. 
0*Brleii* "Military Personnel Adnlnietrstion: The United 

States Mavy»* Publie PeraoaneX review* (Oetober* 1943)* 
Tol. 4* Me. 4* pp, sJf^i-245; imt>en Horchow* "Military 
Pereonnsl Adninlstrations The United States Amy** 
blie Personnel Review (April* 1943)* Vol. 4* Me. 2, pp. 
loS»109; and J. W. nawthorne* "Military Ferionnel Adp- 
Klaistrationt The United States Marine Corps"* Publl 



(July, 1«43), 
178. In genarcl* these artiolei 



Yol. 4* No. 3* pp. 

genarea* these artiolei presented the prlnol- 
plee of elsasifleation* nerit eyeten* testing* orienta- 
tion* early ohoice of duty* interviewing* end aseignsont* 
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applied. 3ut here I asan proceduB'es guided by eyateaa- 
tized knowledge end organized faete. The ti*end le eTident 
In the inereaaed uee of prediction aethods» fact finding 
eurveya» action based on suoh facte# laprored ola self lent ion 
of aen by atdlltics and ez3»erlenoe> the orfanlzatlon 
of facts about the jobs to whl^i tks oXasalf led oen wmj 
be assigned. Thle thesis va« born beeaees of insbllltj 
to reaonber* or coaprehend# or eren to find any presents* 
tlon of leadership \ixleh dealt with setlTatlon In the Sary 
of today# and ehldh satisfied as being faetoal# systesatio^ 
sad reasonably aoaplste. It nay be an exaggeration to 
apply the word *eeientifio* to the eheok-llst sehesie; bet 
the list le presented as a^tsp tovaM eors seisntlfio peav 
sornteX adnlnlstratlon and personnel peyoholocy. This olala 
is based not on ttie presentation of any aev facts# but 
mther on a new systen of organizing old facts for prssen- 
tstion and for i»e« 
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CltAWIR II 

4 suavKi or m% fiild or MoiiVATioi 
A Dm»ino» cr ■otmTioit 

*ll0tivaticnal pc7«hol«S7 mar b» defined »« the study 
of all oondltiona -tdilch aroxige ani regulatn I2i« behaTior 
of organlms. The «rcmn«l of bohoTlor neooiiaMrlly lopllea 
a r^aato of pfeyalaal energy fraa tha tlaanaa. fbt retm- 
Intian of babaTlor IndLudea tha aontral of aotlTlty throui^ 
purpoolTo dataminationa* as vail aa tha raatrlotlan of 

V 

aatlTlty by organic atructura#* 

The ahaTo daflnitlcm la goad haoaoaa It la broad enough 
to eoTor CTcry possibility. In fact* tha author used tha 
flrat farty«flTa pages of &a booh to ahav that It vault 
be luroad anough to Ineluta all thaorias# all ■wtlTva* all 
iaeaativaa* all snbjacta to be notlYataA» amt all behavior. 

Tha atataMDt la often mda that *A11 b^avlor la aotlvatad.^ 
tha proof saana to aanslat ealy of tha aaa«aq 2 tioii th^t thara 
■■it ba a aauaa# and aa thara aaana to be no eneaptlimt all 
baharlor ■'jst have behind it aosa raaeoR> payahologleal# 
or ahvlronmerital. 

3utf tha dlatlonary definition la sore ua eful* *Votl>» 
▼atioa la the act of prcnrldls^ with# or basing upon a •atlve; 

1 / P. T. Joung, of Bihanog (John vUey tnd Sons# 

Ino.» Mew York:# 1936 p. 45. 



^ Zbid.t p. 1. 
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•f «9vlA£» iap^Xiag^ ineltiag.* Thmr% is »a 

attdf to ^4* ftristXy to asy of oooBoiily 

dAflnltioac of Mtltmtlon. Tb« '‘pttrpw • %b tha 
guido* not 1ic9 dietioAftry definition. Therefore» ^ de- 
fiaitien Isetter fittiag 1to,B purpose is thtit KOtiTation 

for loaders in ti^ tl. 8. Sav/ is the aot of suprlylue 

» 

boot of all t!ieae aoadltieoa >dii€di will areiMo mi. *- 
resulate the beharior of sailor a in a oannar to beat 
serve the Savy. 

oygRzaiKyTA'PiQii la motivation 

Any foots ooRoejmias ootivatlon wist be draws froa 
seaa sort of sxparicnae. There is no bRown oyeteo ef oos- 
ptftin^ the reawlt of adding one or oara inaestirea to a 
given eituatioa. It swat be tried. Qnoe tried* all that 
is kaevn it that apeelfia raaulta vara obtained for the 
existing eonditions. It will be impeeeiblt te exactly du- 
plicate the huBsn oonditioiie. Trying the experienoe cn 
•aaday inetaad ef Saturday* or even on aay ether ftntvday* 
Bif^t clve different reawlte. Still* if the lapertent 
ooaditions of the .^eitwatieiie are sisilar* the result! 
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prol>abIy t^lll 1 m nearly •lallar. If exp^rlaentatlea ean 
yield any eueh result** oan alww any unifon tendenoles 
between aetlTae and tbm behawiere liiieh fellew tbea* it 
will show faota of value* 

Satisfaetory ejQ;>4riMiitatle« nay Sbllow one of two 
patt«roe: the een^t^l nethed er %e oaee study nethod. 

The better ef the two is probably the ooAtrol Mr^od. Here 
the experinent la repeated as near ‘Mine a as is useful or 
praetieahle* and« at sene tine* an additional grp«^ 
ef aubjeota la observed* as newrly siailar as possible 
te the first* under se neaaly idsiitioel ooaditlons as 
poeeible* szeept that tim notiva er iaoentive being; studied 
ie not introduoed. Reeulte ehotAd shew a differenoe be* 
tween the netivated and the n on no tivated oonditiems* though 
it ie diffieult to preTe beyond a donbt that the behavior 
resulting ie due eolely te the Ineentive* 

A eeeond pattMB is the ease study nethed. Records 
are oelleeted on one or nere oaeee*ae coi^ete a set as pos- 
sible* listing all ef the conditions of a true eaperinsnt. 
events are analysed to detsmine uhat behavior gensrally 
follows apeeifie n^tivaticn. The nain objeetien to the 
ease study netkod is that one is even less certain that 
the results obtained ooeured only beeause of the intreduetion 
ef ttxe epeolfio inomtlve. 
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Vitfti all of reoordad hlatavy va hare bahlRd ua» 

It voiiXd saaa that bov« va ahould hava a&oy ganarallia^ 
tloaa froa MaLyzlag oaaa hlatorlaa« aad wa do* Hia 
gaaarallaatloaa ara far froa balag Hi a aeiantlfio tooli 
that arm naadad for good paraonaal adaiadatration. Va 
haat aany platituiaa« bj Xapolaea* John Paul 

JoooBt Dawajr* and mrmn auok laadara of today aa Mlaitz and 
lalaay* ?ha raaijCLts obtainad bj thoaa laadara In aetlon 
glT# atatura to Hualr oonolaaioM aonoarnlng laadMrahlp* 

Xmtt wa da oat krmr uhathar aoam of tha aara aK>dam loadax^ 
ahip aathoda voUld hare aaeurad thaa aran graatar auaoaaaaa. 
Tlaaa hara ahangad. Tha attitadaa af ihmi hara ahangad* 

Saw inoantiraa ara arailabla* 9o«o of tha auggaatad aKitt- 
aation ta^hniquaa in Hia aheHc.-liat iHlX naoaaaarily be 
baaad oa auoh aaoaptad opiniona aa a«fitioaad abova* ba-> 
aauaa raal faota often ara looking* 8omm of tha aaggaationa 
will ba baaad on faota froa trtia anptt'laanta* An attaapt 
will ba sada ta {a*aaont tha awallabla fotaodatlon vpon which 
tha aoggaatlana of ay eha<dc<-llat ara baaad* vhathar faeta» 
ganarally acceptad ballafa« or aaraly oplnlona. 

Vary Xlttla axp^laentatlan baa baan aeooi^>llahad oon* 
o«ralng tha aotlratlon of adult man* Thara ara asny raaaona* 
Te glra aeouratt raanlta* tha aatlaatlng aoadltlana naat ba 
aada to enter Inta a raal Ufa altuatlan* Bufflolant atqppllas 
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or adult BMi fcr 6xp«ri«6Btfttion ar« n&t «lva/8 KTallable 
to tho psy^oleglfits oKt subjocts &a*« eoiis>l«^7 Botl- 

Tatod. Xt la ttldoB* ^ &«7tr^^oteibl« to soMuro leam* 
lag batod «po« a tlagla MotlTa* For tha axparlaental ra» 

•alts to b* of aaxlBua aigalf laaiiaa» tha aubjaeta abouLd 
ba adult aaa» apaalflealXy aaa of tSia Unitad Statat Havy. 
Statiatloa obtalnad tpom eallaga man do not naoaaaarlly 
bold truorfor aallora. And tba aMtlTea of roerulta art 
not oaoaaoarily idantloal to tho aotlaao of bluo Jackata 
vlth alght yoara of aaraleo* 

Tha aatabllabmant of aatiafactary orltarla ibr axparl-> 
•aatatloB la axooodli^ly diffloult. 8uoh dlfflcultlaa haY# 
oauoad t3q;»«rla«itora ta vork aoaUy with aohool cfalldran* 
with rata» monkeya* and goata. Conalderabla data have bean 
prodttoad ualQg aMdtlYto of htmgar* faar» paln« pralaa* ro- 
proof» Intaraajlat attltoAao» ponlabBCBt« aad ravard. Littla 
baa boas done with auoh awtlvaat aa aoolal aoaa^tejiee, <sug- 
Soatloo# parauaadoii# faroo« and dcminanaa. Tha waay pro* 
blcM hawa baan touahad. Tha hard onaa hawe not been exaiminad 
axparlmaatally to a aufflalmt extant. XotlYotional aoq^erl* 
•oBta hawa dealt primarily with daprlYatian and hare aong^t 
< 

^ J. A. MoOaooh# Tha Payi^ology of Human Learning (Longauma* 
6raon and Co.t Hav Y:»rk* 194£)* p. 264. For aurveya of 
axparlmantation in ootiYation* aaa G. N. Plaarana end J. 
Vaughn» *Tha Sxporimental Study of MotlYatlon** Percholo* 
Rical IBullatin (193X)« Vol. 20 and loung. Op. oit .» paaalJi. 
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reI*b%lon(if:klp« botvr»«n deprlratlon nnA behaTior* e«peoialIj 
l<«iBrnlng beharlor, Thua# thay hare bean nagative rather 
than positive In arpproecSi. 

E^^iesnt^tlon Is Inooaplete beeaitee liusan aotlve- 
tion> ae well as the erltsrionf is difficult to measure, 
^tivation MSS found to be sue of the attributes least 
trail eeasuret laqr the selaetloa sad classifleation testing 
battery ef the Aray Air Forese (itsring Forld *»ar II, There 
wen in general » a doainaat note ef aetlvation in the A.A.F. 
researohes on the aosoess of pilata* boBbadiere* navlaatora* 
and tsteiners. It was aantlsned in statenents as a BAjor 
reason for suoeaas ar failtare, A bettor aeasuro of aotl» , 

5 / 

vstlon seuld have raisad the viliAlty of the teat battery. 

TO \ »m 3F cHnqgA 

VxpsriBSAtatiefi» or any oethod of obtaining feate* aust 
include so»e eystoB of aeaeuring reaults. It is essantial 
th*t vre bs abls to knew daflBitely that a givan typa of auto-> 
BBbile tirt has outvom another type» or vlH last far for^- 
five thous ant BileOf er vlll withstand tecpcratures to S80°F. 
In the flail ef MtivatioB we desire to know that a eartaia 



Jl/ United itatee Any Air Forces Avlatlen Fsyohology Bese&roh 



Profirna^ Theatert..ar 

Report Xq. 17» tSevertMiBat Printing Offl 
l^r el liiia^y faraft)# p 



ronmmt Printing Office* ^aabinst^# 1946* 
92» paaslB, See also tables 7,1 - 7.1i 



iaoentive will laproro output, or tSiot It will Inprov^ huam 
p«rforasuic« to « greatar extant than *iioth»r Inceeitl'vr. Suoh. 
aftabliahed ckaraetaristioa &r« tha erit«i:*la, 

Tahe* for ax— pie, a radar op«*ator. Are y'ou satis fled 
if ha ^akaa up and sofialioir dataota ovary eneay in the violn~ 
ity? Is eternal vicllanea »ore laportset, eran thomi^ once 
in a ehlle he saicaa a aistaiiia In reporting oontacts? ^es 
Mtiiod of Qparatien enter Into li^e eritarla? Is It iaepor- 
tant thi>t he tafee an interest in aalatAinlng his equlpeentt 
3houL4 he be auffieiently enthtisiaetio about hie radar set 
to atteapt deyelop««)t of ieprovenents in aaterlal or «e~ 
thedf Of eourse« tbeaa are all valuable oharaeteristice, 

Batf at tioMSB ene eiay be all iaportsnt^ at olh<a' tlaes, all 
of these aad othars •• • «ay be equally ieportant. Cen ve 
IMS these and ether charsotoriatioe to aval. uat e the perfora- 
aaae of an individual or group of Mnt It Is not necessary 
te be able to eocpare one am with another. The eeeential 
is tliat sQoehov ve knov whether a given type of notlvetlon 
iaqprovee or destroys perforaenoe# end rouf^ly, to ^dxat ex- 
tsnt* 

c>o>e experiaentation has been done in the field of Rtoti- 
vatlon toward learning. The criteria g«jerally have been 
based u|?on school suoeesses, nettling hi£^ t cores la course 
exaninatiotui . These also have been the criteria for the 
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ji«*forir‘-noe of teaclior®# bvit tho «ltaa of • llffer, 

tcMMtioeB th«y Intend t-o glT« tht gre^iteit und^ret^^ij^ 
of tiae eubject at h«iid« and othep ti«tt to ta^ch 
a Tor exau^Jla^ tt hat b«an fotmd that if t&Bchsi* 

alB8 to h»T« kiM section pro4?i)c« tbs klg^cst grads* on s 
sosissn fxsxlnttioft/ hs will do veil to concentrate on fir£t» 
tsachlng tsrainolssy* ssoond; drlUln* In tbs *:ss of 



terminology. fxesiinAtlon m^rke so x^oduced probobly vrlll 
aot be # fair orlterlon of the leRTnlag, During •arid Var 
XZ stTeral experimental etndiee rare made to detsA^ne corre* 
latione beWe'^n ec^olaetio euecees of military pcreobOMl and 
their Iat*r duty eoiabat sueoeae. Xn general* there rae 
a low* pomitire correlation* tho h in iwny e&see* the 



oorrelatiott \m» praietioally zero. Vken ea;>rrin«nting vith 
motivation* the criterion ef aohool encceee can be used 
for performaoee in t^ie school situation* but it cannot be 
need accurately for teaching# combat duty* or leadenhlp. 

There ie much literatiu*# available '4\ioh ie concerned 
vith cotivatiem. It is possible to colleot refer'^ncoa toad 



if Hr. b. A. ^Sgerton* Professor of Psychdlogy* Ohio ^t'^te 
Univ«z^lty* has found this to be true by <*xperia««tRl 
work with his olaese*. 

2/ V. O. Jenkins* *A Review of Leadership Atadlee with Partl- 
Gular Referenee to Military Problems** Psychological Bul» 
letliii * (January* 1947)* Tol, 44* »o. 1* pp.54-TO# 
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quotations wlttioat and to anbat antiate e&(^ etateoent Bade 
)Mrelii» iMMfever* the literature Ttrles to a ^at extent 
ae regards the ealifte ef tHe etate»ente, A brief dlsoussloB 
ef ttie sltuatleii le pertinent here. 

The literature oonoeming notlTatlon ftey be olaesified 
la the fellowliig Banner! 

1. Reports ef firBal eaq;>eriflieRts; 

S. Ksteneire eaalyeie of oeee hietoriee; 

S. Textboohe and refesreneee oeneolidating eetabliehed 
faete and aeeepted epinione. They are found in 
each fields ae peyehologyr personnel atanegeaent# 
businsss BsnagssuMt* and public adBinistration; 

4. PrseentatioR of theories* larg^y based on feets* 
bet often biased eoaewhat beeauee of the desire 
to sell the theoir; 

t. Opiniens of sMeoessful and expert leaders;(^iQione 
of theeriets* m there of many ideals and fev prae- 
tieal fsiots* partieularly for the oondltiens of 

the U. 8. Kary. 

There are ottier elaeeifleations possible# and more de- 
tailed breakdoims acxtld be Bade. The only purpose is to 
show that the eouroee of inforaation rary greatly in rAlue. 
Cash souree itself rarlee in ralue. An attempt will be 
Bade to eubetfuitiate ea^ it mi in the bheek->liet with the 
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b««t refereneee possible and a ttnt words in sTsluation 
w3isrs passibla. » 

dsiikins^' in reporting the Amy Air Forces lesdorskip 
surreyt us«A the diotiene 27 definitien of leeder#iip> i.e.» 
■the act of gelding or dirceting the behavior ef one or 
■ore individeale* * This certainly invOlTes »etivatiofi* 
bet* as Jenkins pointed oet* none ef the bo<gce eoneerning 
general nilitazr leadership is based on enpirieslly detei^ 
mined evidenes end ell of then refleet the personal opin- 
ions and spseelatlena ef ^ sMthore. He pointed out that 
the oharaoterietioe presented as iignifiesnt in seoossefel 
leaders were eeleeted ndtbeet baeie of faot and that nla- 
osHaneoeB* rather aaihlgeoee eatchverde or phrases vsrs ussd 
to illestrats ths author* s opinions* o«g. prastlos what you 
prostch* bs ohssrfel* be a essnan* know your stuff* and avoid 
sarslssa orltleisa* A list of prlnsiplss of motivation 

S/ 

was laid dawn by Vilson* rsftrrlag to genoril psreeimi^ 
■snagsasnt, Thess wars of tho e a ei s gsnsrsl type foiffid in 
moMt stilltsry leadership nenualsj apparently gssd* bet net 
(dear out or eebatantiatod* 



§/ Jesdciae* op. cit» * pasaiii. 

i/v "• Vileoa* Faye Ibat^esb* and v. Punti* ■Metivation** 

F |^o^el Journal. (October* 1945}* Vol* 24* lk>. 4* pp* 
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Tk 0 p«rp08« nst to prestnt a naw thaory eoaaarnlRg 
■atiTatieCf nor la It tc aatar a aritlaal diaoaoaloft of tlit 
ralatlT# sarlt or tmtii of Tarlo«a thaorlaa. Kathart it 
la tfaa parpoaa to orsanlaa far praetlaal «aa« all poaalbla 
af tha appllaa^la lUMMrla4sa alMut aotlTatla* nbleli* ta a 
raaaanabla ajctant* la firoTad or aootptad aa fact. Thaorlaa 
Mill lia acnaldtarad onlf ta tlia axtaat that will tasd to fur- 
thar tha parpoaa. 

At tlaaa« th^a haa hean a groat 4aal of int«reat In 
tha ganartO. auhjaot of ■otlTatlao* On euoh period «raa In 
tha ninataan-twentlaa. Thera waa an attitude* sot a theoi7* 
but a point #f Tleir whioh aav notieatloa me the buelneae 
of dangling rarleua InoaatlTea in frost of people. ThMe* 
aatlaatloB eoaalated of preeentlag Yarlona halta ta lura 
tha sorkara to o^aatad taaka. Qneatlana af tha 4 aj vara 
ooscanaad with the relative drawing povM* of dlfforant liirea* 
er the worth of trying thie or l^iat auggeatioct. 

Thia la dafisit^y sot tha aoeeptad attitxada tadiay* 
nar la it a saaful attituda for aaveral raaaonat Firatly* 
differant inamtlYaa hare diffarast waltiaa to different 
people* and diffarent saluea to the aese paraon in dlfferant 
aittiatloiMt. taeondly* theea inemtlTea often had value 
Isit etill would not overoose the trouble. Xt would take 
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•ore than the available IS.OO inoantiva ta ovaroasa a lack 
of interest in the job. Thlrdlf* it la a ehatgwi sort of 
taehniqiiea in vhldK the asployar offered a aasa of incentives 
to hie workers. Me vas sayine# in effaot* *IIcra are a lot 
of things yoa Mi^t like. Too say have thea if you will 
stay on the job and inereaae predaotiofi. * Re erred im that 
he only gneaaed at a group ef things they sight want. Ha 
should have discovered first what rsally was wanted. Often 
these wanted item weitld be eheaper» but weuld not be a type 
of incentive that eeuld be dani^ed as bait. 

ASdWfTiaPd 

It is desired ^at this ec^ene be based on facta about 
■otivation collected frea every possible soiaroe* fron txper* 
laentsi litemture» exparte* industrial leadsvs« religious 
leaders* Vavsl Isadsrs* edufsatlonsl leaUlers* and fron hiatory, 
dut* these shewdd be bscdied up in sene way to establish 
then as foot. And even then* beesuee of tlie nature of the 
problea* individual differ«iees* and the lack of oeiq^lebe 
records and ezperinents* the foimdatien stay at tines bs sone- 
what weak. In order to give the eheofc-liet redeonable con- 
pi eteness* however* it is neeessary to use the best InforMH 
tion svadXsbls and evaluate it as beat possible. Beeause of 
the variety of aourees it ie desirable to etate sone aesunptions 



to limit th« dea«ral field of motlTation to the tpcelfie 
problem, ^e eeewqptieiHi upon whieh are tmeed the eel<»e^ 
tlon of faete for Uie ehedk-llet follevt 
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1* The no tire InTolred mmt in soae vay be useful 
to the Ualted States Vary* thoi^h it natters not 
trhether the ttae be at the hi(^ eonnaadlevel or 
at the petty offiaer leeil, 

2. The notlee ineeXeed cho'ild be one of ealue to 
adult ne»f epeoifieally sen between the &gee 
ef sewenteen and forty- five. 

3. 'Rie chec5t-list nxait Ineluie suffloient infoma^ 
tion to that it orgaslaea and encoB^eeea the 
entire knovn field of notivatlon in the *avy 

to a reasonable extent. 

4. The ohedc-list nust be brief enough that it 
si£jht be read aed ueed. 

5. The oheok-liet nust be euffiolantly iinderstandable 
eo that it can etand alone during xiee. That le> 
it nuet not be neceseary oontinually to refer to 
referenees fbr reasonable undnretandlng. 

6. It nuat eerve as an aid to reaenb«rlng prinolplee 
and a stiaulant of better personnel adniniatratlon. 

7. The infomatlon nust be ^p to date. Older valuec 

are soeetisee ae out of date as the 'cat o' nine taile. ' 
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3. The aoll'7€B &t aen ph09l&s> cottplexesi 

end peyehlatrio probl««» are l>eportanti but 
they are beyond the eco{>e of the present 

W 

ohscX^X is t. 

9. The aethods mmt be lecitlai&te» Ken ef l^ie 
Kavy who adght see this IL^t should feel 
that t}ie techniques do not trick thea or 
cheat The ala is better leadership 

for the 03 ed of the service. 
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10/ See Karl A, Kennlnger* The tfueen »ind (A. e. t»opf, 
fortt, 1945) » pa»el®» eupeciklly pp. 435 ff. 
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VASaOim ?Qk>QlMJk TO 7B£ riiOBLeM 

OF KOTIVATIOH III TIi£ HAVT 

Chapter I and II hav<^ dlaaussed iaiportanoe of 
aotlYation» particularly Ita iaportanea In the Rary» 
soaa of the proble«a of »QtlTatlon> aad the general 
tent of oiir knowledge in the field of aotlTatlon. The 
present chapter deals with soae of the various ways In 
which the prlnelples of aotlvatlon can be applied to 
praotleal use* 

TRIAI. AUD g>a{m 

The naae "trial end error* tcnde to sake any systea 
or solution sppear ridleulous. S^oaetlaos *trlsl and error* 
le the best and only possible method* particularly when the 
situation Is oospletely unique and without precedent* Bow- 
ever* mistakes «hen working la the field of pcrsennel aan- 
sgemeat often produce malingering and dleasterovM results. 
So»s leaders make such mistakes even thou^ they give 
serious consideration to the enthuslaam ef the men* Often 
the ale takes ^ made becauae the leaders select one incentive 
or motivation principle at raadoa and prooeed to give it a 
trial. 
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Q,uXte ft fev 9xa»plei« of disaaterft ft:>uld be quoted. 

One meAufftOturlng cocpaiiy d«8lre4 to de<9reftse waste of a 
oertftlft pleoe* and thereby increaee production. They ia> 
stalled an incentiTe eye tea which Inol tided good pay If the 
pleee were within toXeranoes* no pay if the pieoe were 
grotaid too little* it eould be refiaished* and a pay pen* 
alty if the pieoe were cut too such and thereby treated. 

The results were that the worker e avoided the penalty &nA 
tended too acttoh teward the side of laauffioient grinding. 

In fast* a large p^oentage of pieoes needed refinishing. 
ProduetiOR slowed down* workers* dropped* and the 

workers fslt they had been trioked. 

Aaoth«> exaaple vae a ship in which Ihsre was tsepo* 
ratrily an attituds end degree of ooop«'ation which was 
Isss than desired. The offioers decided that it was a 
party the sen wanted. It tree aioed to please the ae«* but 
it did not correct the real basie their dis content. In 
faot* the way in which the party was offered ag^avated the 
discontent. The author hae since been told by a oseber 
of that crew* "The only thing I didn't like waa the way you 



"y £. D, Xiinxler and H. U, Scett* The Practical daplieatioa 
of Probability to Inarectioa ( Onpublished master* e thesis* 
Ohio <3tate L'niversity* tol’uabus* 19D9)* pasela. The con- 
clusion was fxrrnished by Dr. Paul M. Lehoosky* in a class 
leeture* J^uly 3* 1947* Ohie State University. 
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tri#4 to haMl* thAt pai^y,* lftidoubteJly» he waa even then 
beint; « little i^lite. Thet pertj« • trial which did not 
eatlefy a felt diffict^ty* etuc]c» irritated the erev» and 
waa a painful error* 

fAGta rmc\m BftST jrrsOlprF.NY 

There is no oonfliot between f&ete and beat Judgeeent* 

It is not one vereue the other, idien faate are available# 
any aetion taken ehonld be baned on faots and teapered by 
beat Jwdsea«nt, But# in the field of pereonnel naneseaiBt 
th«re are few faeta whieh arc poaitive# all incluaive# and 
everlaatlnsly vfy to date. A eitnatlon la often entirely 
new with no precedent. Or# it auny be that aiailar eituai- . 
tiona !iave ocoured befcra# bat that no one aver recorded# 
colleeted# or anelyxed the applicable data, tdien a aitua- 
tion ariaea# one for ahich ^era art no positive facta# tha 
pereon reaponaibla for takir^ eorrectlve aotiOB day be abla 
to lean back in sm. eaay chair and arrive at tha beat possible 
solution. Xet# such a isethod offers no aaata'anoe that he 
■ill eonaidar all possible aolutiona. 

As «n exaaple# the Mavy during hay of 1947# was anti- 
oipatliig a need for atepping «p the enll*t»«nt rate dw* te 
a large group of enlis tMeats expiring in the fall. A earvey 
tea* vaa sent out at that tlate to diaaover ahy the new reoruita 
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are eaXlitlng* ^5vlch knc»wledg9 «nftbles the adoption of re- 
cruitiag technique* appealing to the »oot effective ciotlv«», 

cmgTrCfi^siyis pi^OptskL 

One reason for seleotlcm of the cheak-llet echene is 
that it present* reasonably ooapr ehenslve coverage. It Is 
belisved that a ooi^relienslve orgsnlaation of the aaterlalc 
of Motivation Is needed »©ro then another r«R-of- the- mill 
eig>erlneRt eomeraing a small phase or limited problems at 
least for praetleal purposes. Pleoemeal solution of the pro- 
blem consists of experiments vlth amthods end problems of 
motivmtion. Some results get lest In the many llbraries» 
some parts of the field are always ebsolesosnt and some 
parts of the field never get eovered. At Intervals a oosh> 
prshenslve sunaatlem it meoessary. There Is ne maeirance 
that the ^eek-list will solve any of theae llla» but it 
tMda to prasemt tiie best Infematlon avallabla and t* be 
aa 1 ^ to date as possible. 

•TATIATICg 

Some of the persons whe have examined the «heck-llst 
have ojq^ressed a desire to see statistical evaluations and 
resxfLts. The oheok-list in its present for* is not designed 
to permit the application of statistics. The first reaeon 
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for not enoo ur Aging stAtietlos is the InllTiilu&l questions 
sad ixiggestlons are important# not an orerall score. Se~ 
eondly# the problao is not set »p as one of anslyrlng many 
people to learn the srerage motlTss. Ratlier it la set igs 
In the ehec^-list as m individual problem In Whioh tlae 
Individual being considered mi^t be an eieeptlon to tJie 
rule* And thirdly# a statistleal eolutlon probably sould 
tend to give an Impression of gremter accuracy ooaceming 
the saggestloas l^an would be warranted. 

buyiii^Y or PART an 

This thesis grew first from a felt need for an addi- 
tional# floxevhst ebjeetive meldiod of personnel «dmlnlatr%~ 
ilon# particularly through the aprrosoh of motivation# oe- 
eend# from the belief that a useful org^*niaatlon of ^pll- 
eable knowledge eoncerning motlvntlon would be a valuable 
contribution toward the objective of increased hums* effi- 
ciency# and third# from the Idea that a useable rlan for 
application In the lihlttd States lavy would be a practical 
ehe<dc-list of aetlvatlon teehnioues, Part II fbllovs immed- 
iately# idtloh presents the check-list with a discussion of 
its construction and use* 
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6UAPTEH roUA 

pftgsprriHCH- k PHAGTioiiL cm-CK^i^r or ncyrmTit?> trTgiiayiJES 

“Vi' ■■ ' ■ ™ ' " ' ir ...... I I . I. u-nii liT Jtllj 

rm usK BY gwiTiP statp h.wy 
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A PBACTICAL CHECK-LIST OF MOTIVAIION TECHITIQUES 
FOR USE BY THE UNITED STAIJBS NAVY 

0"bject: To aid officers in maintaining personnel in the highest state 

of efficiency, usefulness, enthusiasm for the service, and 

readiness for emergenciesv 

This is an attenpt to condense and organize a very hroad field 
into a check-list of practical use. Being a collection of generally 
approved, used, and accepted techniques or principles of motivation, 
this list is expected to aid officers in recalling useful items rather 
than to present something new.. It might he used hy an officer when one 
or more men are slack or negligent in their duties. He might use it 
about once every six months, when he has a free half hour, to review 
quickly his personnel program. He might ask a petty, officer who has 
just mishandled a leadership problem to use the check-list, or the 
check-list might be used as ene assignment in a Havy leadership school. 

The scope of motivation in the Navy has been limited two 
ways in this check-list, namely: 

A, The broad problem of obtaining maximum efficiency from per- 
sonnel can be divided into five classifications. This check- 
list has been arranged to deal primarily with the last or fifth 
classification and the others only when they are interrelated 
or bear on it. 

1. Plaiming work to avoid waste time, energy, and material. 

2. Organizing men into an effective team, 

3* Controlling men by requiring specific behavior, 

4, Training men, or obtaining trained and able men, 

5. Motivating individuals to exert most effective efforts. 
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B, This list has been limited to the consideration of personnel 
as individuals. It fits best the case of an officer who is 
evaluating the personnel sitviation within hi* unit by considera- 
tion of each man individually, but this list, with a few modi- 
fications, would be helpful to an officer considering a large 
group as a whole, even the entire Navy, In the last event, 
it is necessary to determine accurately what the average man, 
or the majority thinks, believes, and desires. In the interest 
of sin^jlicity this list is pointed toward the individual appro ' 
Section I of the check-list is a series of questions which are 
not designed to yield a score nor to indicate whether conditions are 
relatively good or bad. Instead, they are intended to point out 
leadership areas where there might be room for in^jrovement. Section 
II is a list of techniques suggested for improvements that might be 
indicated by Section I and pointed out by the reference niimbers. 

In order to aim this check-list specifically at an individual, 
indicate here in writing his name or the name of his job. 



Name or Job 



SECTION I 

Answer all of the following questions. Check either (Yes), 
(?), or (No), You may rightly feel that you have insufficient in- 
formation to support a positive answer. In that case, check the 6?)o 
The information may be obtained by observing the man's actions, by 

(3 ) 
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interviewing him, by questioning others who know him, or by asking 
him to fill out and answer a quest ionaire. The questions are 
arranged roughly in that order. The questions, in general, easiest 
to answer, or those a leader should knov; through observation of 
the man, are first. Those which might require interviews are 
second. The last questions are most difficult to answer, and for 
them, a quest ionaire might sometimes be advisable. 



Questions to Locate Areas Answer Reference to 

for Possible Improvement (Yes) (?) (iTo) Techniques 



Has he some outstanding skill or knowledge? (Yes) (?) (No) 

Is his name widelyknown aboard ship and (Yes) (?) (No) 
in other ships or stations? 



3-4,9,11,14, 
15,36,39,40 
1,3,4, 5, 9, 
36,48 



Does he have several good friends among (Yes)(?)(No) 5,9,12,35 
the crew? 



Can he v/rite home with pride about his job 
in the Navy? 

Does he feel that routines such as maintene. 
ance check-off list.s are helpful? 

Does he feel capable of accon^plishing the 
job? 

Is he eager to learn his job or to pursue 
his studies? 

Is he effectively busy? 

No his officers know his problems and 
give help or consideration when possible? 

Has he made any special requests lately? 

Does he generally accept s\;iggestions in 
a spirit of willing cooperation? 



(Yes)(?)(No) 

(Yes)(?)(No) 

(Yes)(?)(No) 

(Yes)(?)(No) 

(Yes)(?)(No) 

(Yes)(?)(No) 

(Yes)(?)(No) 
(Yes)(?) (No) 



10,19,20,21, 

24,36,42,48 

16.37.43.26, 
28 

14.18.36.39, 
40,41,42,43, 

49.50 

14,15,16,17, 

41,42,44,46 

16,17,18,28. 

30,40,52,38 

22.23.26.27, 

30.29.34.39, 

50.51 

23,24,25,30 

18,31,45,47, 

52,55,56,57., 
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Does he follow the group and conform 
to custom or the majority? 



Does he take opportunities to throw 
his weight around, to dominate others? 

Does he accept responsibility? 



Does he speak of the ship^s crew and 
teams as "ffe"? 



(Yes) (7) (No) 

(Yes)(?)(No) 
(Yes) (7) (No) 
(Yes)(?)(No) 



12,31,33,35, 

45,47,52,56, 

57,32 

41.42.46.47, 
54 

23.44.46.47, 
50,52 

4,5,6,7,8, 

12,15 



Does he feel the job is good enough for 
him? 

Is he v/orking well in order that he will 
be transferred to other duty? 



(Yes)(?)(No) 11,13,14,19, 
31,33,36,37, 
58 

(Yes) (7) (No) 17,24,25,50, 
52,56,57 



Does he feel his work is appreciated? 



(Yes)(?)(No) 1,4,6,10,20, 
21,39,48 



Do his family and friends know his Navy 
reputation, if it is good? 



(Yes)(?)(No) 1,2,3,5,6,20, 
29 



Is he proud to be identified as a member 
of the Navy? 



(Yos)(?)(No) 1,2,6,7,8,16, 
27,48 



Does he know exactly what constitutes (Yes)(?)(No) 1,2^,97,39 

satisfactory performance in this job? 



Is he proud to be knovm as one of the crew (Ycs)(?)(No) 1,5,6,7,8,13, 
of this ship? 15,27,29,48 



Does he feel that he is progressing tov/ard (Yes)(?)(No) 15,36,37,38, 
some future goal or aim in life? 41,42,43 



Does he feel his time is well spent and 
not wasted? 

Docs he consider his job of value to the 
Navy? 



(Yes)(?)(No) 10,16,17,21, 
24,36,38,41, 
43 

(Yes) (7) (No) 17,21,24,36, 
43 



Do his dependents, if any, have satisfac- (Yes)(?)(No) 22,23,24,27 
tory living conditions? 48 

Is he reasonably well-satisfied with his (Yes)(?)(No) 
income? 



( 4 ) 
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Is his feeling of personal iaiportance 
in the organization about correct? 



(Yes)(?)(Ho) 58,4,11,13, 
14,21 



Does he believe that any existing xm- (Yes) (?) (No) 25,34,43 

desirable conditions are reasonably 

necessary? 



Does he believe that his requests are 
considered? 



(Yes)(?)(No) 22,23,27, 
34,48 



Does he notice that in some ways the ship (Yes) (?) (No) 44,46,54 
seems to be run left-handed or awkwardly? 



Does he know and comply with ship's (Yes)(?)(No) 34,40,43,52, 

orders? 53 



Does he believe his leaders are doing all (Yes) (7) (No) 27,34,39,43, 
they honestly can to help him as an ind- 28 

idivual? 



Does he think his leaders ”know the 
score'', or understand what really goes 
on and what should be done? 



(Yes)(?)(No) 23,26,30,32, 
39,49,50,51, 
53,58,39 



Does he believe that the better breaks 
go to those who perform best? 



(Yes)(?)(Ho) 23,32,37,39, 
54 



Does he believe that in each case the (Yes)(?)(No) 32,37,39,54 
man promoted is the best man? 



Does he feel free to do as he pleases, 
within reasonable limits? 



(Yes) (7) (No) 33,35,45,50, 
51,53 



Would he do as well if the threat of (Yes)(?)(No) 28,50,56,57 
Naval discipline were removed? 



( 5 ) 
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SECTION II 



suggested TBCHEIQ.UES OE M0TI7AJI01T 
The foregoing section was a list of questions designed to 
indicate sources of trouble or areas of possible iE^jrovenient, 

If yoTir answer to any of those questions was (Ko) , it is suggested 
that you refer to those techniques indicated by numbers immediately 
following the (No), To do this, first check each technique below 
to which reference was made. You may happen to place several checks 
in front of some techniques. Examine all suggestions so pointed 
out. Those techniques checked several times tend to be more im- 
portant than those checked only once. Select and try those which 
are applicable, not already in use, and which fall under your 
jurisdiction or authority. 

Item Check Suggested Techniques 

No, Here of Motivation 

1, Prom6te good press relations. Help to obtain a good 
reputation for the man, the ship, and the uniform 
by supplying nows items to local papers, home 

town newspapers, the negro press. Our Navy . All 
Hands , and sometimes the Army and Navy Journal , 

2, Cooperate with local, social clubs, and organiz- 
ations, Help him to meet civilians, to make friends. 
Arrange ball games between the ship's team and 
local clubs, 

3, Develop a good nickname for him;- one which will 
enhance his reputation. It v/ill spread, A marine 
of no particular reputation was given the name, 
"Firepower Morgan", He soon had the fame of being 
a real fight irig man, which he was, and he iD 5 >roved, 

4, Arrange a mutual admiration society. It will 
often happen that by their mutual coi^jliments they 
will convince other people of their own excellence, 
and they may even convince themselves. This works 
especially well when both persons hold about equal 
rates. 



( 6 ) 
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5, Give a ship's party of the type the men want, it 

should he more than recreation for the men^ It 
should help each one to make friends. It should give 
recognition to outstanding dancers, musicians, etc. 

It should help to satisfy friends and wives, potent 
factors, 

6» Give dignity and a personal touch, V/hen you have ar- 

ranged parties, Christmas celebrations, or commenda- 
tions, it will sometimes pay to mail invitations to 
the homes of those who should he invited, 1%en a man 
merits commendation a letter to his family, from his 
officer, will score a hit, 

7, Use an insignia for the ship or unit. Make it good, 
full of meaning, and sic^jle enough to stencil, if 
possible. Use it on party programs, baseball shirts, 
or a battle flag, A good slogan nay be used the same 
way, 

8, See that there are souvenirs of the unit available. 
These may be pictures, insignia, emblems, stickers, 
junk jewelry, or ship's pamphlets, Uecalcomanias, 
i,e,, transfers, are quite cheap and very popular, 
as are book matches, 

9, Bach man, if at all possible, should be known as 
unique in some desirable way. He should be famous 
for something, whether it be A?' best poker player, 
best acey-ducey player, best vision, strongest, best 
electrician, or best gunner. At least his officers 
should know his name, 

10, Give him some blatently obvious coii 5 )linent, honest 
of course, but obvious enovigh to be almost funny. 

An example is a fake newspaper headline saying the 
ship is saved because Homer Brown is back from leave. 

He laughs, but likes it, 

11, Ask his opinion on some important problem in the field 
of his specialty. Usually it will flatter him, start 
his thoughts, and secure increased cooperation from 
him, however, do not do this so oftun it indicates 
your ignorance or inability to make a decision. Seek 
to extend the areas in which he can make decisions. 
Taking orders is drudgery, but participation in 
planning and solving problems gives meaning to life and 
is a good method of developing men. 
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12, Teach him the ways of men and how to get along with 
them. One good suggestion given tactfully might make 
him one of the hoys instead of an outcast. This is 
difficult as it enters the fields of psychiatry and 
psychology, hut sometimes it will he possible to 
effectively po-int out a major personality v/eakness. 

His family history might throw light on the problem, 

13, Respect his rate or status in the Navy, There is 
more to he gained from promoting his pride than from 
breaking it. If he thinks he is good, let him show 
it. Give anple apportunity. Many bluejackets 
dislike going hack to school because they are usually 
treated as recruits, 

14, Get the right man in the right job. Select for your 
organization only those men who are interested in the 
work to be done, and, if that does not solve the 
problem, place each nan in the job which most interest 
him. The ideal situation is usually impossible, but 
the closer it is approached, the more performance will 
improve. Consider his abilities in the same way. He 
will be inefficient if the job is too difficult. He 
will be inefficient if the job is too easy and no 
challenge. 

15, Allov; him to branch out and specialize along a line 
which interests him. If he shows interest in any 
sport or activity, give him all the support possible 
to help him form a team or get the activity moving. 

He will be rightfully proud of accomplishment and the 
ship should benefit, 

16, Develope his interest in the subject or the job. 

Give an inspiring talk. Appeal to his imagination 
by vizualizations, magnification, inflation, stimu- 
lating case problems, questions, charts, pictures, 
and cartoons. Suprise and shock him to gain atten- 
tion and interest. If there is a job that fitd the 
man, first interest him in the job, then let him have 
that job. See that his leaders are enthusiastic. 
Interest is contagious. Make your own interest in- 
fectious. 

Persuade him to thfi task. Use Salesmanship to ex- 
plain away his ob,}e«tions, to show facts, to give 
eXan^iles, and to show the advantages, the disadvantage 
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the easy v'ay, and the hard wayo Give a pep talko 
Acting ability is extremely valmble. Appeal to his 
sense of duty, fairness, or moral codes It will 
sometimes move him to greater action, but in general, 
this motivation is not strong enough to move him 
if he believes that by so doing he stands to lose in 
some way<s Such a sacrifice would appeal to him only 
if he were assured of regaining the loss, and pos- 
sibly raoroo 

18* Get the majority of the crew moving on the desired 

project* It will probably gather momentvm and attracl 
him. He will probably join the stanpede, 

19, Give every job in the ship a siii 5 )le title which can 
be used with pride in a letter bone. Every mother's 
son should be in charge of something. Ideally the 
job should be a p3®asure and a reward in itself, 

20, Publish his results in a competition or task at which 
he excelledo CoE 5 )etition is usually valuable because 
it is a chance to prove ones worth. Individual con- 
patition is superior to group cor^jetition, and a systo. 
of cor^etition in which he attempts to beat a stand- 
ard or past record is better than a system in which 
one nan wins and the rest lose, better that is for 
motivating the individual nan, 

21, Give congratuations, praise, recognition, credit, and 
commendations whenever possible. This has been 
pi*jved to be more effective in general than noting 
only poor performance, reprimanding, blaming, and 
criticising. However, when praising is done excess- 
ively, it tends to lose effectiveness. Give more pT"..* 
than is due, but only when it is due. Reprimanding 
:'s, however, a useful art. One useful statement in 
semi-reproof is, "I want to commend you. Just give 
me a chance," 

22, Sho’w interest in the welfare of each man. Try to 
give him vrhat. ho feels is needed if it is compatible 
T.ith the needs of the seirvice. See that he under- 
stands the needs or objectives of the Navy, 

23, Eind out what he really wants. Many officers make m"? 
takes here. Often he can:iot express his inner wants 
cr does not know them* Things ;jke appreciation, rec* 
ognition, social acceptancoj fairness, and religion 
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.. are sonetinos hard to ask for. Some sailors do not 

Itka to inquire about pronotion or even ask for 
leave; but expect their officers to offer those when 
dessTvede Laziness is a sygpton of instiff icient 
notiviation, Find the trouble and rectify it, 
Elininato conflicts and develop useful notives. It 
is good to schedule interviews each quarter in order 
to get every nan. At that tine, many routine things 
could also be checked off, such as fitness reports, 
beneficiaries, service records, qualifications, etc, 

24, Rewards and prizes can be used to increase effective 
efforts Knowing what ho wants will help you select 
prizes in the 'boin of the realny or things ho wants. 

If he especially needs noney, help hin qualify for 
special pay, liowever, extra liberty night noan more 
to him, A good exar^lo was a brass ash tray nado 
personally by the connanding officer with his sig- 
nature etched on it. The nen wanted that prize, 

Sonet ines pronise hin what he desires as a reward, 
b ut keen your word . Never pronise anything you caimot 
faithfully deliver, 

25, Do hin a favor, but to obligate hin will often show 
adverse results. Most nen do not like to feel obli- 
gated to anyone. He night be very happy to do you 

a favor. It is better this way, as long as the 
favor does not obligate you as an officer. An oc- 
cassional sacrifice, for the good of the ship or the 
serrice; usually helps to stinulate norale, A nan 
usually feels a little bit noble about doing such a 
thing as volunteering to take the duty during a shipv:: 
p-rty, 

26, M<-,ke inspections carefully. Locate icrportant troubles 
raise the ship's standards, and iE 5 >rove norale. Give 
praise where it is due. Criticize dust when it is a 
week cld, not when it is a thirty ninutes acounula- 
tic'Or Dc .not waste tiro days pr^aring for Satiorcay's 
inspect ion V Make then know they are there for a 
pr-rpose^ One exaji5>le is the captain who would ask 

where they had purchased the unifomsj He would 
corpliaent the good purchases, but he hunted for those 
■'..iio had been cheated in orde.r to go after the tailors, 
He thus took an interest ■’n bJr I'.sxi,, 
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Help him in satisfying his needs "by such means as 
obtaining financial credit in emergencies, arranging 
legal matters, writing requests for shore duty, and 
obtaining service benefits. 

Help him to have ways and means for recreation, Healtl 
is an iri>ortant factor in his efficiency, but don’t 
force physical health on him at the expense of mental 
health, or morale. The health giving benefits of the 
athletic facilities at Pearl Harbor were nulified 
to a great extent when ships were directed to send 
quoliBiie for recreation. Recreating by the numbers 
is not fun. 

Give personal attentioiv, if only in the form of an 
interested attitude, to marriages, sickness in the 
family, new babies, and birthdays. It night be wise 
to send annoimcements of marriages or births in which 
ehief petty officers are concerned to the Army and 
Navy Journal, It would be well to have the cook 
maintain an up to date file of the birth dates of all 
crew members in order to be ready with cakes'. Don’t 
show favoritism by giving cakes for some birthdays 
but not all. 

If his attitude is less than desirable because of a 
fear of the job, or battle, or responsibility, that 
fear can bo lessened by further explanation of the 
facts, OTplanation of the ahei^’„ explanation of the 
plan and policy, and by providing some helpfril 
device as a gun, or a helmet. Some factors reducing 
fear are confidence, morale, effective activity, 
social stimulation, hximor, self-control, praying, and 
feeling lucky. 

Resist his system and his demands by agreement with 
his arguments but not his assuqptions. Attacking 
his logic attacks him personally. Sometimes it is 
possible to accept his ideas but to add something to 
ntillify then. 

Determine who are the nat\iral leaders, those whom the 
men follow in their informal soc5.al groups. If 
possible, these are the ones who should develop*- 
into the official leaders. This rocs not mean the 
loud show-how boys who usually '.o:.d the first day or 
tv/o. 
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GW® hln an opportunity to try leadii^ officially# 

Let him sign a few more papers* Leading petty officer 
like to see also their own signatures on such as the 
damage control hills* 

Becognlze his coiq^laints* Grievances should have sone 
outlet* They are real to him, and you mi^t as well 
accept them as a prohlem* Set \xp a procedure for 
locating and resolving his grievances* Come to an 
mderstanding* At least let him talk it out* An 
officer only fools himself when he says bis door is 
open to all grievances. Only a few walk in. Griev- 
ances should he settled as quickly as possible and 
as near the soturce as possible* Ideally, the nan's 
immediate siq>erior should he able to settle the thizig. 
The aim is to settle it to everyone's satisfaction^ 
and that cannot he if the grievance is blocked by 
some officer* The nan with a grievance should be able 
to wait until a session when all grievances are in- 
vited, or he should be able to put it on a sicple 
request blank eind take it to a request mast* After 
satisfying the individual it is desirable to remove 
the cause of similar cocplaints throughout the ship. 
Interviews with men being discharged are helpfxil. 

Arrange to give him an independent job for a change. 

In fact, it has been shown that almost any change, 
such as ventilation of lighting, will increase pro- 
duction if it is made in an honest effort to consider 
the needs of the individual* 

Assign him some task of special icportance at which 
he can succeed, sr when starting him on a new type 
talk, make it first an easy task at which he can 
succeed. Definite success increases interest, pride;, 
and confidence. Fit a tank to the man. 

Set definite standards of performance* An accurate 
goal, usually in itself ic^roves performance. It 
permits a sort of quality control* It enables a more 
acc\irate measurement of performance as a basis of 
proficiency marks, or a corpetition. There should 
be landerstandable specifications telling when the task 
is coc^leted* what is satisfactory performance, what 
is perfect performance, and what is the best record 
ever made. It zmist be a goal he can reasonably ex- 
pect to be able to a#1l?ain. Learning is much acceler- 
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ated when there is a redognized, imnediate goal* 

Pilots learn safety precautions faster after a recent 
crash* 

38, Set a progressive or moving goal* one th^t lets him 
know hour hy hour, day hy day, and year hy year whether 
or not he is doing satisfactorily and inproving. It 
may be his schedule for self-education, or for ad- 
vancement in rating, or a graph of work done vs, the 
date to measure his progress, 

39, Know your men, their achievemente, interests, and 
abilities. Sometimes items of family history will be 
important, Ke^ a notebook and records of yawc men, 

Jot down observations, good and bad, as they occur, 
Pecords will back up such things as proficiency marks, 
promotions, rewards, and privilbdges. Tour records 
will help to gain you a reputation for fairness, They 
will help to prevent wasting a nan's tine by giving 
the same lecture several times. If you should desire 
that your j\miors keep theihotebooks, it would be well 
to stpply them with notebooks printed to facilitate 
the records r 

40,. Oive him sufficient authority to carry out his orders. 

This may seem like an unnecessary caution, yet it 
constitutes one of the greatest cocplaints offered 
by men who are supposed to get a Job done^ 

41, Eelp hln by giving guidance, -such a& the now popvilar 
career planning. Help him get savings started if he 
so desires. Give him any help that he night reason- 
ably desire in performing the tasks you assign. Advise 
him how to get information. A word to the radar 
operator at the right time will sinplify his problem, 

42, > Help him to achieve success by developing his abilities 

and skills. Give general and specific trainiisg and 
education to increase both interests and abilities. 
Tests of interests, achievement, and knowledge, 
given apart from any formal course of study can, in 
themselves, increase interest-, 

43, Give orientation in the local situation, indoctrination, 
in customs, rules, regtilations, routine^ policies, and 
objectives. Help him to see how the Havy's needs 
relate to his own needs, wants, and values, A ship's 
handbook Is extremely valuable. It is usually more 
interesting than the ship's orders, bettex^ understood 
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more widely distrilruted, and much appreciated as a 
souvenier. He shotild have a simple organization 
chart to show where he fits in. He should have anotha* 
chart to show his avenues of promotion, with qualif- 
ication references indicated, 

44, Teach a problem solving attitude, because a strict, 
bookkeeper mind will not see an exception to the 
rulo when it is necessary. Teach a "can do" atti- 
tude, It is possible to develops a crew to the 
point that they are confident and eager to accept 
each challenge to show again they "can do anything? 

45, Hold an informal conference to plan the project if 
practicable. If the participants can hold a complete 
discussion seeing all sides and find a mutual decis- 
ion they will have a better understanding and a better 
•pitlt of cooperation! Participation gives a nan 
more satisfaction than following orders. As one 
opportunity, it is now required that the ship’s welfare 
fund be spent through such discussion groups, composed 
of both officers and men, and subject to the connanding 
officers approval. Conferences are excellent for 
training and indoctrinating, 

46, Help him by supplying a method to do the- job. This 
nay be conventional education and training, or it nay 
be more specific methods, S-upply a better filing 
systen, a f index, or notebook! Teach him to carry a 
notebook and to jot down ideas as they occur. In 
order that they nay be saved and used. Supply a 
trick to aid the nenory, such as a rhyming scheme. 

Give him a better machine or equipment, 

47, Habits and customs cause behavior to follow a pattern.. 
You can turn then to your advantage or kill them. 

Add new ones or change the old. Training should aim 
to build up good habits. Steering becomes a habit 

as does swearing or handling battle telephones. If 
the helmsman occasionally uses left rudder instead of 
right, it night be a lack of tinderstanding, or it nig.’ 
be a bad habit, e,g, misreading the cocpass. The 
customs that guide him are his own, not ones you 
try to inpress on him. He must be convinced. 
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48, Give credit and recognition especially for new 
ideas. They are of value to the Navy and they give 
him a strong sense of achievement. Whether you get 
the ideas through a suggestion "box or a casual con- 
versation, appreciate them. Help him prepare them, 
submit them to the Havy, paptent them, publish them, 
profit from them, or put them into use. See that 
the enlisted man gets all possible credit. Sugges- 
tion^ like grievances, JOust have an outlet. 

49, He needs activity. He tends more to be happy and 
satisfied when busy. The activity is of greater 
value both to production and morale when it is useful 
activity, when he participates in the planning, when 
ho understands, etc. This suggests closer attention 
to recreational facilities and education, 

50, Help him by making decisions which he can count on. 

He may dislike delaying his plans because of his offi- 
cer* s inability to decide. He needs a sense of 
security in handling his personnel affairs, 

51, Keep him informed as much as possible. The morning 
orders provide a good method as do bulletin boards, 
ship's papers, and morning quarters. Tell him, if 
at all possible, that the ship will be in New York 
City for the I’ourth of July, His wife's parents may 
live there. Facts are the best means of combating 
rumors. Never repeat a rumor, 

52, Require specific behavior by setting up rules, regu- 
lations, standard procedures, routine reports, res- 
ponsibility, and an organization for checking, in- 
specting, and enforcing. This method is advisable 
to a limited extent. It includes no effort to get 
the maximum, willing effort from each bluejacket, 

53, Check your orders to remove any unnecessary, ex- 
cessively strict or harsh provisions. Orders are 
worthless when they are not practicable, but make 
certain that the orders, both written and oral, are 
readable, understandable, and reasonable. In general, 
control by too many orders does not elicit the will- 
ing cooperation and high morale of more flexible 
methods. 
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54. Organize his job well in order that he may vfork with- 

out wasting time waiting for others, and so that he 
may fit into the team effectively, A time and 
motion study might improve a gun crevor an engine 
room force, A process chart showing the actions of 
each nan during each evolution or situation would 
help a crew to operate with a minimum ntimber of men, 

A job analysis might show that he is oirerloaded with 
work, that ho is responsible for more than his share, 

A flow of work analysis and organization analysis 
could show procedure bottle necks, 

A nuisance night be supplied which would so annoy 
him when performance is not up to standard that he 
would come aroxmd and get in line. It might consist 
of excessive questioning, fewer priviledges, or 
dirty jobs. This works, but is detrimental to morale. 
There are better ways. 

56, Use masts, court smart ials, convictions, .and punish- - 
meats to enforce obedience and cocplianoe only when 
necessary. Warnings and threats of discipline are 
undesirable in general. Threats are resented, 

57, Physical force nay work sometimes to keep a nan in 
line, but in general it is illegal, out of date, and 
unsuited to use in the present United States Navy, 

58, Use these techniques with an eye to the objective, 

Por exanple, a petty officer may have excessive pride 
in his own personality or skill and he nay only 
blame others for inefficiencies in his department 

or gang. In that case the motivation technique may be 
aimed at development of team spirit and pride in 
leadership. Rewards and recognitions may be given for 
overall results of the unit. Orientation can be 
planned to develop a better perspective. The famous 
"Pour Horsemen” of football were given a new perspec- 
tive in one inportant game. They were on the losing 
end until the first string line was put in. 
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ciiAPTm rm 

C0ti3TaUC?I0K AMD FOKH OF mi, CHTO-LIST 



QPK^AL 

Th«r« «.!'• thr«e aeln fe&tures to the oheok-list: 

1. Section I * 11® t of question® to be answered bjr the 
user* end designed to eeooaplish ttie following: 
e, Stijsulete careful eonsideretion of the sen iamed- 
ietely uiider his Jurisdietion. 
b. Cause his thinking to be etore objeotive. 
o. Provide an evaluation of the personnel situstioA 
situation as regards flustiv&ticm. 

JeetiOA XI a list of motivation techniques* designed 
to acoomplish the following: 

A> 9ug_est techniques whid\ maj bt new or aoaentarily 
forgotten, 

b. Promote ooapletenets by presenting as far as possible 
all of the useful motivation techniques, 
o. Promote brevity by short statements and a minimum 
of duplioatioR* without redxiolng everything to a 
platitude of no apeolfio meaning, 
d. Promote understanding arranging facta logieally 
and with regularilQr. 

3. A link between the questions and the techniques. This 
consist# of a eerie® of reference numbers after each 
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pr«ble«» be«#ttlng K&r/ officer* &a regtrde the •otiretion 
of oen. It would be preeuaptloue to elalm final and coi?jlete 
eowerage of auoh a betiadlcaa subleet* which liwsludee ■any 

phases of lesideratiip and ■•rale* But» If a l«>rge pero«ntsg« 

% 

of the probl««s# eupposedly within fte fiefined field ef aotl- 
▼atlen for Mary leaders, dees not fit into the sehe»e sni 
extent of the eheck-llst* it is net wcrtliy to be <d.atsed 
ae an lastruaent ef eolentifie» peraonnd. ateinie tret ion 
er treiaiag, fbe ^eok-llat queetiens ere a balanee between 
coapleteaese# brewityt end appeal. 

THt POrirATIOM 

”Tbe very eeeanee of eeieatifie aethod is seund ase* 

i/ 

ful elaaoifieatlon. ” A search ef pertinent literature re* 
reeled many different olaasifioations of tlie netires of aen. 
These ranged fro« iadnstry's twe dlvisioiis, flneneisl Ineen* 
tiree, mid noa-fintixoiel IneentlTse, end the two-way elessi- 
fiestioas of soae bioloclesl psychologistot that all drlwes 
are basieally either aeenisltlve or awertlTO, to the long 



Valter 1. Spahr asad ainehart i, dwensoa* Met^da and Stat us, 

§ f Scientifio Research (Harper or*d Brothers Publlshexm# Hew 
orhf li^605* p* 14 

2/ ft- V. Alloert. Personality (Henry Holt and Coapamy, Hew York* 
l©37)t p. 118. 
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lists presenting man’s basic needs or dlriTes. Manjr of those 
basie needs are of little practical use in the l/nited States 
Savy» e. g, the sex drive* or the need to urinate. The fin- 
ancial and non-finaneial claesifieations ueually used by the 
personnel experts of V. B. induatry* serve no useful purpose 
here* because relatively fewvfinanoial inoentivcs oiui be 
used in the Navy. A apeeial elassifioatloii is needed here 
to aid in presenting the ■otlvation technique. Specific- 
ally* It ia neeeeaary that the classification help in the 
follewiitg vays: 

a. yro«ote ooeipleteneeB by containing as Many as poss- 
ible of the useful aotivatioit teohniquas. 

b. XiniMlze ocMfuelon tqr arranging facta logically* 
mdcrstaj^ably* and uith regularity. 

e. Klninice duplieatioiw end thereby proaote brevity. 

No list er dacaifica^on of Motivational factors oould 
be found uhi^ was ocmplettly satisfactory Ibr the present 

5 / 

purpese* aeaniiig* sll-lmdusive* logic el* and bri^. At- 
tenpts were aade to analyze the tedtniques and to sort ‘&en 
in varisue ways* but always too much interlO(Ni:isg and over- 
lapping ];»*evented separation into olear-sut groups. 



^ 9one of the sotzrees md olassif isations exaislned were: 
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H, A, •t, al.» K|aaly ftioai» In Par8on»13.tY 

(Oxford Unlver«lty Fre«~!iew Toxic, p. 144. 

Murray proaontod a long Xlat of basio, huaon neoda; 
Vabator Hobinaon, FundABontala of Busalnaaa Organigatlon 
(MoG-raw-Hill Book ^o, » Meir ^rk, 19Lb), p, idO, Mob- 
inaoA diaialfled IncentlTta as !• Xon>Matarlal* inolud* 
ing intareot, aff^rooiatlon, raoognlUon, and axaautlTo 
good Klllf 2. Saol-Matarlal, including plaoaaent, 
working oonditiana, afeaady aaiploiratant, luid adwanoo- 
■ant* 3. Matarial; D. E. Caaaron, and M. G. Hoaa, (ada.), 

t^ abaariox^ arul Ita nalatioa to Induatry { A Seriea 
of laoturaa deliYerod at McGill unlvaraity, Kontraal, 
Canada, January 12> March 28, 1944), p. 46. f. S. 
Alaxandar, in Ms leotis*o "Motivations and Incan tlvaa*» 
alaaaified thaa aa 1. Finaneial Zncantivas, 2. Moo* 
Financial Inoantivos aonsiating of a. Xataraat Moti- 
vatioa, b. <>ooial Motivation, sad o. Motivation by 
Froaotion and Transfer: Many ptd:>liaationa classify 
iaeantlvas as 1. Pasitiva Ixxsantivas and 2. Ksgative 
Inc^tives, or 1. latrinsie Incemtivss and 2. luxtrinsio 
Inesn tlTSs; Smast Hindis, ttotivs (The Catalina 
lander, Avalon, California, 1925), p, 17. Mina e classl- 
fled huii&n aotivas as 1. Motivs aontrollsd (to lovs, 
and to bats), 2. Ispulss oontrollsd, 3. Habit ooatrol- 
Isd, 4. vm soot roll od, 5. Plsaaurs oontrolled; Hakph 
C. Bavis, Industrial Orginisa^^ Managiagt t (K^er 

and Bros., Mew fork, 1940), p. 526. bavis rofazrsd to 

I. Quality iseantivss autd 2. Quantity incentives; and 
A« Angyal, "Basie Sources ef Kuean Metivation, " Trans, 
lisw Tork Acadaaqr of Soienos (1943), Yol. 6, pp. 5->13. 
Angysl reduced eotivee to two baeie tendencies, 1. A 
trend toward increasing autonony, or a tendency to 
caster the snvlronacnt, and 2. A trend toward hamoey, 
i.s., a trend to be in hanaony with such as Ood, sthioal 
world order, ste. 
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follovlii^ ela«Bifi«atlon la th» qb« davBlopad 
and UB«d to organise th« diack-Ust mf metU 

^tlen: 

1« i^QOial Age ip tang* - This Is latsi^rstsd to laoluds 
tks nssds sr dssirss for resogitltlonf fsrtleljMitlon 
in tbs group* bslonglngBsss sMd ssosrlty in ths 
group* love and sffsotion* 

£tr»otiaX latsrssts and suit sa-fii - This indniss 
sttituiss of intsrsst* danger* safety* autonoay* 
agv^sssicMn* doninanos* abssssMut* boredon* and 
ordsirliAess. 

3. MatTidl pad Sshjclble - Tbls inoludss 

values desired «udi as aonsy* better food* oo»> 
fort* end leaves* 

includss any fora of aoeoiq;>llsb- 
aent* suooess* or progress* 

Assistanoe • This insiludos say fora of help a 
leader san give to his aen* Vhen aasdsd by the 
aen* it is a big fastor affeoUag their aorale* 
discipline* loyalty* eoeparatioa* and anthuaiasa* 

G. Obsdianoe throt^ ~ This laelades raatrictlvs 

regxilations* tafaroeaent of regulatlona* and pun- 
ishasQt* 

Tha various aotivation teehnisues sre arraisged ganerslly 
in the list in the ssae order at the above olssslfioatioa* 
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However* if the divlalone in the list of technl(|uee were 
RAdt eoapletely «t|>arAte* in Aeeord&nce with the elaeeifi- 
OAtlen* ^eo«« of Ibe teehAlquee would App 9 W under eeva^el 
ef the hendineA llierefaro* the divleioiuAre onltted and 
«ie cl«slfieatl<m ewhtly eerves to |»revide logioel ^cad- 
wetlon er progreecion fren one teohnlque to the next. 

The notlTAtion techniques have been eollected by e*- 
teneive readins literature in the fields ef notivation* 
leaderehlpt laorsle# personnel nanf^senent* psychology* 
publle edadni strati on* business aOsinie tret ion* Ineentives* 
ete«* by considers ti on of the opinions of Kaval officers* 
peycholoisists* and o^h*»r persons of experience in person- 
nel eanage»ent« and by drawlns «?>on the author’s experience* 
An effort to swbet antiate the Motivatlen teehniques pre- 
sented is Rede in Chapter TZ. 



j/ It is not desirable te beeoae side traohed into a dlsewssion 
ef the eiassiflcations and teraintlogy of aotivation. There 
is BO definite agresMent en these snbjeets. Kenneth Bxirice* 
in his iiy* of ItotiYoa* (Prentics-HflOLl* Inc.* 1945}* 
entei*e into a lend* pkilesophleal dlsewielon of the var- 
ioue neanings of the terns. He presents five terns as 
necessary in the diteuesien of aotlvation* and he 
prseeeds to show how the nsny theerlsts and seisntiste 
use other words aeaning sonsidiat the sene. Hie tMWis 
ares Act (what was done)* Seen#* (when or where it was 
done)* Agent* (who did it)* Ageney* (how he did It)* end 
Purpose* (idiy he did it). Argueunts arise when varleus 
thlnlcers wee different terse to otesn the scene of huaan 
aetlon* e.g. •God** ■nature** ^vlronmm%*» ■Hlstery** 
%eans of produetion** or "The Havy*. 
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Th# BUiJorlty of booko concerning nil 1% ary lta4»rM\lp 
consist of alecsll&neo^ sections or pcrftgrsphs presenting 
platitudes t citing oases» quoting fajsous Isadora^ presciitins 
Tsrlous *eraxe«* of leadership# and bandying about powerful 
wcurds such as discipline# loyalty# aorale# duty# and traln- 
Ing. The #aTy Is more spealflo then eost leadership books 
la that It suggests a probliMi-solvlag isathod end Ixiter pre- 
sente a Hot of grouped# leadership techniques# but th«re 
it no direct linkage between the problesKSolving aethod# 
or the fact finding suggeetlons# #Bd the recoaaended teoh- 
nlqties. 



^ e. 0. Jenkins# *A Mevlev of leader ehip StoSies with Parti- 
oultr kefia^enee to Military rrebltas#^ Pa: 
letin# (January# 1947)# Vol. 44# Ns, 1# pp* 64-* 



United Statse Navy# Bureau of Xatcal Personnel# k 






for 




wliat preblea solTlng seane*; 



exaotXy 



1. state eleazly the preblea. Vhst is ttM tsak? khat 
is the objeotlwe? 

£• AseeabXe all pertinent faete. The foots about the 
enYironeent# about the nan# about eaterial# about 
the leader hiaself suat be elesrly set forth. 

8. Analyse prebZe* in the li^t of the faets. The 
knowledge of the leader# hie ledgenent# hie reaeoa- 
power# will be called into operation in thie step. 
He gets a eoaplete picture of the wtlre situation. 

4. Set up a tentative conclusion — a plan of action 
and a sethod ef earryiag it out. following his 
analysiethe leader weighs various alternatives and 
decides on a tentative plan. 

6. Che^ the eonolueion to determine idiethor or not it 
ie eonsistent with the faets# with the experience of 
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th* l«ad«r# vith the experienoe ef others.* 

The teehBlqitts of Is&dsz^Bhlp vere listed very briefly* 
end vert eoaihin*d Into el^t gz*&up«* *Aete of leaderihlp iisy 
be grotf^ed *ore or less rigorously into the following cats- 
gorles t * 

1. Acts Involving giving Qoansfids. 

S. Acts Involving giving orders. 

9. Acts imrolvlng the enlisting of oeoperatlon. 

4. Acts iRvelvlng the promotion of gpod discipline. 

5. Acts Involving the cctsbllshaeRt of respectfbr officers. 

6. Acts ln^urevlsg bed storals due to fcslings ot a leek 

of rscognlUoa. 

7. Acts laj^vlng bed aorslc dee tc fssllng of Insecux^ 
ity. 

6. Acts Involvliig the sstsbllshjsMit of c proper organl- 
-cation. 

the Oassk-Llst of Motivation covers all of th# above cata- 
gerlss In general except that part ehleh hae to d® vith the 
personality of the leader* hie bearing* tone of loloe* etc. 
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A of oa« group af laadarship taaiiai^uaa 

froa tba for PtTtXopaaat of LaadTahjLp 

^ttalUlea agalMt th* raXatad lutiTatioA tM^iquaa la 
tha gfoe^oXiat vill shav that tha iphaelb-liat is aora 
apaaifXa* !Tha rafarwaoa auabara to tha rlglag of aaoh 
Xaadarahlp ta^miqua hahv rafar to tha aotlaatLoa taoh-> 
Qlquaa ia the ahacfc-liat. 

Tha Xaadar aaXj glaaa pralaa ahaa pralaa la dita. 
iia uoaa not flattar. 

> Tha XaaAar la aXwajra aTalXahXa to hla »aa -94- 
But Xaadar la interaatad In tha proaatlon af hla 
aaa, Ha anaoiaragaa than to prapara for advanoaaant* -X4* 
X6«SEe»24*94«41<- 

Tha Xaadar aaaa ta it that ha ia Uia first paraoa 
to ahoai a al^t turn ia aaaa of troubXa, -27»34- 

Tha Xaadar haa raapact for tha foal Inga of mam of 
aXX r&aha* -1 throu^x*.X# X5* 28- 

Tha Xaadar axpraaaaa ayapath^ aad X&taraat In a 
m»n*M caiaie> avan thou^ ha al^t dlaagrea with hla« »22$2Z» 




7/ fcr Pr.cyoid >f 

Xoo. Cit«* p. 93. 
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Tlie X«*d*r It Interttttd in Cht stn't quarters and 
ness. «-22*25*28-> 

TbrO lesdtr stuliea his atn. Thsrs srs uatay little 
tklsga thst tsll hia sbost his Bsa — > t2is pictures they put 
on the hulkhsaidf their friends* the sedals they al^t he 
veerinca ete. — The quesUeas la SectLea I* 29 

The eoaneetioa betwem the quettiom end the entwers is 
a«4e by plaeiag Bunbere efter eeeh queetiost vhieh auabere 
refer to ladiriduel teehalquee. The referenee nuabert eM 
te he used if the anawex* to the questien under ooaslderetioa 
is (Be). The ane«rer» (Be) does net Reaesterlly iadioete a 
had situatioa. It la only signif leant te the extent that 
aharaaterletlee aere palated out idiieh eaa olthar ha Ian 
proved or ahieh oan he need te the benefit of the aaa and 
tha Bevy. 

Eaah questleo refers te severs! ■etivatlon tsobalques* 
sa4 eaeh aotlvatlea tscdmlqae is referred te by oae er aore 
questloae. This aultiple cross ref^eaee pcmlts rsaoval 
of el! duplication. A»y leadership book vhlcdi dlsoasses 
sepsratsdy leyaaty* aersle* duty* disslpllae« etc.» aust 
di4>lleate to seoe extent the disoussloas of vays and aeana 
of developiac ea<Ba of those attributes. Also this eheok-llst 
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aakefl It wnntctMary to dlftoass doflnltlone soralot loyolty* 
•to* Tho«« tcnao oTcrl^* but In the cheok-liet It le of 
no partlovlar ooneeqioaNoe* i^rery notlTotion teohniciue can 
bo rofexnrod to ahieh In any way tou^oa &n the factor und«' 
•enokloratlettt be it loyalty* aoralo* Interoat* or ability. 

fho ayaten of the ahook-llst ia flexible in that it aug^eata 
oariod tooiini<|««a rattier than aoarehing noehanioally for 

\ 

the boat ronody. It ia floxiblo in that inproToaenta ean 
bo Hade by adding or <dhangittc qnoationa* teehniquoa* or 
croaa raferonoao. Cvavitually* it ailj^t bo doairaULo to in* 
olttdo all loaderahiy faotora in thia liat. Aa oore of the 
aobjoot la leantod* a faaterial analyaia ni|^t becona praotl- 
eablo* whioh nitjb^ prodaoa nathaMatieal wei^tlng faotora 
for eonpariaon of Tariona toOhnlqaea* bat at praaent* until 
a»ra ia Known of the faatora of ssotiTatlQa or of laadarehip* 
flexibility ia desirable. Hefiaeant of the Izuetrittent nay 

S/ 

Qoaa aa experianea and ei^W'lnoata aeeulolate. 

The atatenent ia aade in tlia cheflk:<-liat* inaediately 
ahaad of the auggeated tadhniquea of aotivation* that "Thoaa 
taehniquaa oha<dt;ed aeTaml tinea tend to be nore inportant 



For aone auggeatlona on factorial analyaia applioabla to 
«iia problan* aaa T. L. KaXlay* Talent a and gatOci* Harrard 
University* wducational Konogreph Wo. 1* Caabridga* 1940.* 
paaain* p. 47; JenKina* op. cit. * paaain; and Murray* og.. 
ait .* paaain. 
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than tho»e dh^eoked only onoa.* Tho itatoaant is fer^JCf ba- 
ofiusa aeTit'al chaolcs In front of a givan ta^Hiiqua indlaata 
that It i# probably applloabla to sevaral typaa of paroblasa. 
And If othai' thing* ar# aqual* t3ia tachniatia i^iich la lihaly 
to aid aaTeral problaaa la a battar flrat oholoa than the 
taahnlqua ighioh is aipliaabla to only on a of tha asaa pr®*» 
blaM, Tha nunbar of ohaoka and tha laportanoa of a glTan 
tai^aimiqua ara approxlaantely, directly proportional ta aadh 
athar. IlovaTarj tha ralationahip ia nat aocurata for aeT€ral 
raaaona. Thou^ all tha q^Mlatic»a are different* ao«a pro- 
blaaa ara touched on by aaYeral quaationa. And though tha 
taahaiquea ara all different soaa ara naturally acre hiqx)rtant 
aad »ore nearly cura-alla than others. To sinisiza this leat 

affaat* those ra farancaa v^ra reaoved which were tha least 

o f those 

iaportMit ^pointing to taolmlq’jes whioh ware referred to by 
Ksay quaationa* low* only six of tha fifty-ai^t teohniquaa 
are raf erred to by aora thaa six quastiona* and only two 
ara rafarrad to by leas than thraa queationa. 
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CUAPTIR n 

KVHi»-.CS 5UISSTAIJTUTXSG 1HE I!0T1 ¥aTI 0« TECK«I<^. *i 

Alaost «11 the es^erienoee or experiment ■ which oan 
be offered ee evldenee eubetantietins a given technique 
will eleo tend to eubetantiate otha:* teohniquee. The epia- 
lone of various writers idso everlsp* It would ba Imprae- 
tioaHle to repeat evidence each tisw it appliee. Aleo it 
would add wuoh Ixtlk if the several oonclusions of variowe 
expeiiaents were eeperatod. Zn this eht^teri there is pre- 
sented considerable evidenee confonaing in general to itie 
ae&mr of the dwok-list# and backing yjp the gencrel pS/- 
ehele^ in the check-list. 

The first ^even tediniques ala pnrtioulsrly at inereae- 
in^ a wool’s foae# reputation* and eoeiel accept^ce. The 
oajerity of those techniques are well hnoN'n and widely proo- 
tieed in industry* as well as the Navy, every ship sad sta- 
tion afipoints a public relations officer. It has been noted 
tii4i.t some of the iteme are neglected* or forgotten* by the 
public r Actions officer mu others who could help. 

Though various writers do not xse the sm&e teminology* 
slabst all the leadership books carry the concept th%t a osn* 
eoeial acceptance* his fame and reputation strongly aiffeet 
hie aerale and his inclination to work or coop«*ate with 
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and for his officerii. This doe# not boll down to prftlse» or 
newspaper recoKRitlon, or any other one atatenent# no ■attar 
how broad. It if a «attar of human relations. 

Saaa officers object to the aicfcnane technlquo of ita« 
9Z» but it woxice if handled rlf^t. A true eacample ie girea 
in the c^ofc-llst. If a reputaKLe nleknaiee will apreed far- 
ther and be better known than hie giren nmse, it will usually 
be appealing to the aam. Whether an officer will use the 
nlakname to start It or si^gest it subtly to others depends 
upon the officer and hi# situation. 

The ■hutunl Adairation •ociety*» it«» i4, >wrks. Two 
destroyer ewptains arranged to coupliment each other often* 
eepeclelly In the preeanee of tSie dlTlelon coaaonder. Tha 
reputation spraad from tha dieision coantander* and from tha 
craw aGBibers who ovar hoard the ooc^limmta. 

■o ejtperiaants hare been found which designed to pri^va 
the eoB^eratlTe worth of the first aleTen items. IVsTal of- 
fissrs hoTs reported success with all. Mimy writers esq^ress 
opinions f storing the setae techniques. 

Itsa j^S* teach hist the weys of men end liow tso get along 
with thaa* ia probably the meet difficult of all techniquae. 
It ua welly ra quires an expert peycholoclst. However* it la 
a taalmiqua which Is known to work successfully in Uia Kavy* 
and one ihioh should be inoluled hare. This introduces us 
to the subject of huBan relations. 
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The experXMte at the Hawthorne ?laat of the ifeetern 

1 / 

Cleetric Coe^any 4e«erve eareful ooselderetloii. The de» 

are teo eoaplez to d^eaeribe here* hvst tlie eoneluelone 
are pertinent* to the eubjeet of h\mm relatione* It wee 
found that In eeeli s>^P oT eeployeee t^re ^as a eoelal 
organ itatlea* a baeOleg tegether* to proteot egalnet prae- 
tloee ther Interpreted me a aeeaee to their vdfare. Thle 
eoelal orgMlsatlea sanJ^eeted Iteelf Int 
1« *6tralght line" eutput. 

hesMteeat agalnet wage InoMtlTe eyatee* (Whleh re- 
eentaMRt waa etffleieat te nullify the Inoentlre.) 
£]qpre eal ene «hleh laplled the group* pieee-^work* 
wege IneeetlTe plea wee not funetleiilng aatlefaetozw 
lly (ee deelred by nanagenent. ) 



j/ tlMree were rvy eoaprehenelre* experlaeital atidlfe* eon- 
daeted ae far ae poealble la the real life* Industrial 
eltuatlon* daring the ye are 1988-183e. There were fovr 
parte to the stadlee; 1. ConprehentlTe Interrlewe with 
20*000 eaployeee* 2. Obeervatlaa of the work btfiaTlar 
of fire woaen* 3. ObserratloB of the work beharlor In 
a shop departaent* and 4. A study of ^s work behavior 
ef fourteen aale operators la a oontrolled shop. See 
J. ftoethllsb«rg«r and W. J. Olckeon* hamaa^a yot md 
the dorkar * (Harvard Itelverelty* Publloatlen of the 
dr^taate Seheol ef Buslneas Adalnle tratloR* tTol. XXI* 
lo* 6* Cnebrldge* 1932) Beethllshetrger and Blc^on* p*2* 
and paealB. Or see F. J. hoettaieherger* end 

hoTftle* Harvard University Frees* C«ibrldge* 1941* pessla.. 
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4, Xnforoal praotlcts by \4ilch r«caIoltr&Rt t»rab«rs 
(l.e. killers) eould bs chaetleed end brouglit 

into line. 

&. Infoz^Ml lender cki]> 

6. Freoeci^etions of futility with regard to promotions. 

7. £xtone likes or dislikes toward iMiedi&te super* 
visors* depending on the attitude of the latter 
toward their behavior. 

Kothlleberger fo««nd that shat the group though tended* 
to sone extent* to d«sinate thiage. Thie has isiplioations 
in the use of all notivation teohniques. There existed at 
■estinghoust iatez^unan relations aet defined or represented 
in the Cestpany Plan* and* although the Conpany defined 
what eertain hwean relatiene should be* they were in eos* 
instsnees not in fast as plawied. For exsnple* the relar- 
tion of aapervieor te eaployee worked out in praetioe seas* 
idant differently fron the way which in thaez*y it was sv^>po8ed 



^ Refer to technique #4 Again. By mutual compliaents or 
by self oompliaonts a aan or a crew ean come to believe 
in its own evq>eriority. An exesi^Xe was Hitler »d raoe of 
eupemen. Alee see #47 whieh eonoerna the iaportaace of 
belief. 



6T 



y 

to woi'lc out, 

Mtu&l Of |(aAiftatlQn va« fouad to bresJt do«*n a« 

foUovs: 

1. That organisation idxlch was theoraticitl# tko Liue- 
print plan, 

£, Tha •oaial organisation or the aetoal huaan situa- 
tion, 

3, Tke Inforaal (eoclal} orgaAlxaUen* or those aepeets 
net conforming to the technleal repreeentatlen but 
vhlek eststylnforaal leaders# grouping# etc, {!^se 
techniqus in ths Ckeek-List) • 



y fsaethlisberger h l?ielcson# op, eit,» p. 13 ff. 

iu3stlillsbergar oontinusd to explain that the teohnioal 
organisation represented the worker ae beir^ prixsarily 
■otiTated by econoaie int«reet# but that nothing could 
be mere in varianoe with the fast. The behaeier of a 
worker was oft«i oj^osed to his own self'-lnterest. An 
example ooeurad during the obserwatlon of tho new wage 
inoe.itlYe plan, ^e plan liad been introduced to help 
the worker as wsll as the company# yet he I'esisted it, 

The workers bdiavior wao essentially non-logioal In 
oharaeter. As a general ruls# ths worksrs beh^wed in 
such a way as to ^ve nanagemmt the least opportunity 
for interfering with then# their ways of work# er ttieir 
peroonel relatlORS with each other. The workers tcx># 
often found thesrselvce In the position of hsvlni to 
aeceemodato thems'^lToe to ohangos idien they did not 
initiate. 

It was found wrong to concleYe of such bdisYior by the 
msployees as boing a symptom of hostility betwemi aamage- 
■snt and ths «pleyses. While InterYiewifig eapley«ms 
OR 40#000 eoopl&inte# none were found to be direeted against 
ths oonpany in general. .Also it was found erroneotae to 
blame the usual soapegoets of faulty sig>erYisions# ais- 
nanagnaisnt# restriction of output# sto. Tho symptoms 
really pointed to a negleet of the eooial faetera In- 
YolYsd# ths informal organization# and the human re- 
lationshipe. 
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rioethXlsb«rger concluded thv’it e aupcrvieor had diffi- 
cult decleons between two alternatlvee. 

!• To aide with hie aobordinatea : 

Thia tended to aiake the Job of handling aubordinatea 
eaaler* but eade relatione wUdi eup^rwlaore nore 
ine eoure. 

8* To eide «<ith sianageaant: 

Thia tend4ii4 to cauee hi* to loae ayspathetic con- 
trol of hia aen and therefore* to sake hie duties 

y 

aore difficult. 

•»e*e of the eotlvation techiUquea* especially nueiber 13* 
34* and 63 are useful because they tend to prove or ahov that 
the choice between the two alternativee is not the only aolu- 
tioa. 

hear Adairal C. H. woodward preaented eoiae incentives 
found to vfork in industry by the Savy*s Indue trial Incsntlvs 
Uivision: (nieBbers following the Incwtivee indicate related 

techniques in the ^eck-liet). 

1. Kake evory osployee aware of the wsr value of his 
Job. #43 

2. keep the war in front of eaployees constantly. #43 



y Roetililiaberger d Oiokeon* op. eit.* p. 14. 
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3, Uae war bonds to fltsbt Absenteeism. /24 

4, Show where your product fits into 13n% war praotloe.#43 

5, Oiwe recognition for work done. /21,48 

5 / 

6, CstAblleh production goAla. #37*38 



•A men will credit himself 
oomrmdes than strangers or alone 
think about him. Of course* Indiwiduals differ in the re- 
putations they want* but they all want eoaKS eort of a repu- 
tation* eome degree of recognition* fame* honor* respeet* 
lowe* ete. Anything that will tend to keep a man's reputat- 
tion at a satisfying levsl also iagsroTss morals. As m em- 
si^ls* one indue trial ooncern increaaed porformanes of the 
supervisors by allowing them to sign tlieir own name to orders. 
A petty officer likes to see his own signatxirs as one of 
those on the ship's dwage control 1411s. Spread a man's 
name axid you give him feme. 7hia relates again to the first 
eleven teohniques amd to #a 19* 21* 36* 46* end especially* 
d33. 

All methods of inHueneing men are sometimes olaasifled 

1 / 

as arguaKnt cuf euggestioii* Suaeetion is a good technique 



^ C. H, i^oodvard, "Bew Aids in Building Ijaployee Morale** 
yodem IndmitTy . (i^ovmaber* 1944)* Vol. 2. 

a/ Pennington, et al.* op. cit,. p. 223 ^L. A. Pennington, h.B. 
Hou^, and M, W. Case, The Psychology of military Leadership* 
(Frentiee-Hall, Ino., Kew York, 1®43) p. 195 and p. 233 f, 

7/ W. D. Scott, Influencing Men In Bueineaa (Ronald Press Co,* 
New York, 1917), p. 16. 



muoh better among his known 
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•* He cares what hie friends 
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for getting sen to follow# espeelaliy in the uee of erowd 
pejrohology. The oheA-llot deias eseentlally with one 1»- 
diwldualf birt Gertolnly one teohiilqoe oonelets In getting 
hi* to join a orovd. It le usoful idwin he can be *ade te 
feel a part ef the crowd end when the erowd een toe pezvttaded 
rewerde# fear* rlwelry# responalblllty* sad 
etc. This paragraph refer* t© teolmlqxjee # 18 and 17. 

Lewieohn hae said that hwaon relationAilpe are eeeen- 
eaotioael relatlonehlpe. He dlalned tho follewlng 
to toe the elenente of eatiefaetory relatione: 

1. tatlafylng the deelree of employees within the 
limit B of jpeedmetiwe efficiency. #E3»S7. 

2. Juetioe in daily relatlend&lpe. #26» 37* 59« 40*80*59. 

3. Satisfaction of dssirss for oppertwnity. itl5*39. 

4. A awtesl wndsrstandlng. #43*46. 

2 / 

5. Frswsntion of grisTsmoss. #34 

I>eviahen*s opinloms and sxpsrience tsnd to s^stantiate 
metlratien tsohnlquss Indicated by mambsrs after the sbovs 

items. 

One ef the oblef fisictlwns ef a leed^ is to secure 
oollaboratioii. His aelheds ere largely rertoel* talking 



§/ H. M. Higgijas* Influencing Hiasn BehaTior Through Speetf: 
(Ibqpreesiom Soespsny* Boston* 1930) fg>. 40 ff. 

9/ 3, A, Lewlshetom* •Huawn Kelatlone In Indiietry** Adweno ed 
Managwawnt (Aprl 1-May- June* 1940}* Tol. 5# So. 2* pp,72-'W. 
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and und#ritan4ing, %ord« are potent inetromeata of aoclal 

W 

eontrol. (loorge Dartnell tell a of aevcral Instances When 
e»d leadership hae been largely eerbal saleeBanshlp. The 
leader had the sales attitude of wanting to beat his quota 
sad sold the sane idea to his aen. He sold thee a belief 
in the iaportmoe of their iobe, Ssl esaanship* Dartncll seg8» 
is preferable to the use of author! t]r« •Authority i® llks 
Boney in the baidc. The leas you speiid the wore you have,^ 
ito1>ivatlon techniques # ld«17» 43, 44$ and SS are in general 
agreesieRt vltti the ideas presented in ttiXa i^ragraph. 

, HecognitioR of each mm*® abilities is stressed by all 
leadership books as a good technlqiae fbr satisfying each aan» 
kiproTiag his aorale* and seourlag his oooperation« This 
technique Ineludee reoocnition of mj laudable* uniqxie ciu 
aeteriatlo. A Ban*s nane is his sost distinguishing eliara 



taristio. Learning a asa'a nsme and giving hia just credit 

is/ 

is oonon sense. Tet these things are often ignored. 



10/ F. J. Rocthllsbergor* Miinageeeat and Horsute * op. cit.* 

p. 39. Also ee© F. T. toung, .Motivation j>T^^ a vicr, (John 
Wiley and Sons* Ino.» Mew lC*B:*k* 1936} » p. 4JS. This work 
la a good suaaary of psycfliologlcal eaqperlBentatlon and 
thou^t. Also see Higgins* op. clt.* paesia. 

/ 

ll/ 9eorge Dartnell* *9ettix^ ken to Vo Their Beat** ,^BlA9LJb£lJl3u 
^ Halations (kevsaber* 1944), p. 09 

Pennington, at al., op. o_it .* p. 204 and p. 207. 
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l*rais« Is *i perl or to r«pi*oof In dsvd. oping notlvstion 
toward lecralng. fb« majority of sTldsnce substafitiatlng 

w 

thia ooMS fro* expsrlaents with ohlldren, Kowswer* al- 
most aJLl nllltary writers «ake the statement that praiss 
Is to hs used nore often thas reproof* After surreylns 
the sYallable psyohologlotU. STldenoe Young speaks more oau- 
tlottsly and states that HurIoek*s ooncluslon favoring praise 
In prefsrsnse to reproof as an Incentive oannotf without aoM 
oertsln «[uallfleatlons bs rsgarded as unlvsrsally valid* 

He recognises that both praise and reproof can energise m 

w 

Individual upon eo»e couree of aotlon. In line %dt^ these 
sonclu Slone are techniques #lt 4» 9# II* SO* 21* 06* 48* and 
68 . 

A nan's aorsls and hi a adjustaant to the Naiqr have a 
great deal to do with his Individual notlvatlenal pattern* 



i5/ See J. A. HoOeoch* Pfy^olyy of 

(Longean* Oreen* and 0o»* Hew lork* 1942)* p. z63; 
or Kurlock* •An Evaluation of Certain Incentives Used 
In School Work** Journal of Kdttaatlonnl Psychol o-tt* 
(March 1925), Yol. Wo. 5, p. 146. 



14/ Pennington* et al. * op* elt .» p. 72 and p. 206. 



16/ Young, Qp. of t** P* 416 and pp* 428 f 
J. Jackson* "Hcprlmandlsg fs^loyees,* 
(Juns^ 1941), p. 73; and S. W. Mepnsr 
Modern Business (Pr«itloe-Hall, Inc.* 



• See also Jsaes 
Personnel Journal’' 

1930)* pp. 34S-346 















tii ^ ^ *11 



--Vi..*. 










« 



This has th9 obaax'va'tlon of tho author afid evldeooo b»«j 

b« Inferred fro« a pasralleX eltuetloii, A etufty w»« wade at 
Dertaouth College In an attempt to relate vleual defeote to 
a oan's aetivatienal pattern* The etudy ooMieted of 124 
ease etediee« vlUx vk> eontrol groeqpe* One reault vaa etated 
ae follows; •The final concluelen of this atudy is that, 
in this populfition at the tiaie it was stiadied, the partieelar 
ttotivatlenal pattern of the indiriiual is the principal 
fsotor that detejnalnes the natiire of the IndividiuCL * s adjust- 
•eat to kis Tlsual defeots, cnr their oorreotioa** The 
student would suilcc a report of the sowcrity of the eye s|ta^ 
tone Bore oloeely allied to hie TOtiT ational pattern that 
to the aetual defp^ae ef the Tiausl defeet* If greatly aoti- 
vated to ooi^lete sehool and pz*oeeadliig euooesefelly, he would, 
tend to aialaixe the defects and to aeospt oorrecUen. A 
MR having trouble and lees aotiTated to finish would t«id 
to find an exeoee in exaggerating his syaptoos and to re- 
slat eorreoUon* The Inferenoe is ttiat a Bin's tdJuatBent 
to ttie A4»vy depends to a great extent an his desire to get 
along# to aervef ete»# that a Kaval leadnr would do well te 
supply a Mtive# If poseild.e# rather than put up with Balad- 

W 

justBQBt. It is neeeesary to lesrs what the aan wants# 



1^ I. E. Bender# M. A. Ibus# end M. W. M. Rothey# toUvaU on 

Itr ri visual Faetore, (DartBOUth College Publications* Han- 
wr, n, 1942)# p. 323 and patslB. 
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and to adjust thoaa wants if they oiaah wiUi the ueet ia- 
tereats of the SfSTy, Sspeololly# technique* i 16# fSu CS, 

31# 54# 55# 43, and 45. 

Pennine toa •tatee that "Tfoile the soldier «ay he trained 
uSiolly under a *y*t«a of reward* and coapetitive praotioee# 
a etlll laore aound pi’ooedure i* to Inatruot trainees in such 
a that the pleasure received fro® aiaetery le the reward. 
This latter procedure i* called •Intrlnsie aotlratioii*, while 

M/ 

the former 1* called *extrinalo •otlvation’T^ It would see® 
that often the intrimic factor e of aotlvatioa are the «ore 

ia/ 

i®X>cr tan t. 

Carl Heyel moXee audi of the iaportanoe of a ®an'e in- 
tereat for hia Job. He nttsnptc to gr/i^h the steps oi' ®eans 
of developing Job enthuelae®, Kis iaportant faotor* IndL ude 
euch a® "the «all ®ust go thou^ attitude", "the *we* atti- 
tude", "spontaneous discipline "# and "e«ployeea smilin£ and 
cheerful". Heyel breaks down the above divisions and arrive# 
at etepe all of which are incltided in the check-list. Sle 
plan, «u 0 h leas speelfie thsH the eheck-llst, alas at enlvnolng 



17/ Pennington, at al, op. oit .» p* 71. 

Ij/ C. I, Gofer and Eleanor B. Cohen# "Job Attltuilee ef a 
hundred sad Cne #edei'sl Eaployeee#" Publ io Ptreoandl 
Review * (April# 1043)# Vol. 4# Ho. 2# pp. 96-lOi;. ^ee 
see uV L. Presscy and F. P. hobineen# Peyoho logy ef _ 1h9. 

Kew fcdnection (Harper and Brothers# flew fork, 1934># p.422. 
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•ooial AGcept^ce# introducing ttie wsrath of hun«>n kintSfiAta* 
rveognifting indlTldu«Xt» and keeping tih^ wen inforwed. The 
fact that ine reeled Motivation for a task can be aeoured by 
developiag an iatereat i» the taak aetwa alwost too obvlotja 
for incliMion» but the atatraant la aade often by vrltera* 
Techniques #3, 4, 11 » 13» 15i 16> 17, SI, 43, 45, end 48 in- 
olude effort# at developing interest in aaatery of the Job, 
It ia poasiU.# to pliMoe a nan in a Job idhleh already 
interests hlw, or it is poasibls to intireat hia in the 
Job to which he is to be aseicned. Certainly putting the 
rig^t »m in the rl^t Job is a fine ideal* It aeauaee that 
aen have aptlttidea, personality traits, and intereate ^ioh 
will aid thsB %o succeed at soae Jobs aore than at others* 
And the asfuaptlon ia quits well eatabliehed at feet by 
aany e:3qperia«at a correlating aptitude teats, personality 
testa, and interest testa against auecees on the Job* The 



it/ Carl Heysl. fP (MeOra^Hlll 

Book Co., lao., J»ew lork, 194SJ, dee especially the 
oherta on pp, 53, 102, 169, and 241* 



ss/ 

VJ 



Pennington, «t. al*, op. cit . , p. 96. 



See the fellowlaa* John C. 
in the Army Air roreea,“ 
1946), ▼el. 6, Re. 7, pp. 
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»l Harry J* Older, "An Ob- 
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paresants tha tSicala that "A aan rticmld not only be In the 
right place» but should derive a Baxlansi of satisfaction 
froa his Job. * It included a statistiod aetiiod suitable 
for handling the wUghii^ of factors whit3h give satisfaetlon. 
•he eye tea ooaeiste of: 1. A weighting factor for each 

itea aa a utility aeaawe; 2* A weighting factor for each 
It'^ ac s. social utility aeasure; 3. A best ettlw.te -^f ttie 
reliability of each aeasttre. 
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fb« 8«leotlv« asaignamt of poraonnal to appz>oprlato Autioa 
bat a olMo ralaftloaahlp to aorala. Vortc romtXta latproTa 

l»aaaMae af the batter pXaeaaaat aM aXaa bacaaaa of the bot- 

22 / 

tar aoraXa. Parttamlsrlj pertlaant to tba abava ara afeaek- 
Ilat taehniqaaa # X4» X5» and 3(k 

Zn am aMAjraia of 4S»000 aaaoa tfea Xary ooaparad fra* 
qaanoy of fslX'sroa 1 a ackaoX aaoAg these anXlatad aao who 
ware above the amttlng aoara of the NaTy OaiwraX CXaaalfl« 
aatlon Taat» agaiaat the f^aqoeney af falXwrea aaiaag those 
aeXiataA noa who did not aeat the outtlsg aeora* The pra» 
portiOB of faiXirea rapartad by laatruotora aa beXag; the 
raaalt of Xaak of intaraat ar Xa<& of ai^liaatlon vaa four 
tlaaa greater far tlMsa asb baXow the cutting B9or9, l^a 
taadad to prove agala that pXaeooMiit af aan in Jobs for whl<^ 
they did not have aptitude waa su>t eoadaeiva to good oeti- 
vatiOA for the taak» 

Wa aftan aaslgn duXX Joba and than axpaot the At» to 
have lofty aotivea. Howaver* aaveraX aathoda are avaiXabXa 
for AakiBg tha Jbba aara iataraatlng. SonatiBaa* the JAa 
■ay be raaaalgAad to fit the mh« At other tiaaa* it la 



ga/ t, L. MuaaoAf The MawagiAe&t of hen (Raory Holt * Co,» 

Mew fork# 1921)» p. 5^1 

25/ PToo an interrlaw with Dr, K. C. Bmindage, faohnical Read< 
axaasifl cation and Pie Id Reaeareh DlYlslon« teaaareh 
Aativityc Bureau of Raval P^aonnelf June 12* 1947, 
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a»oe«s«jry to ohAngo the men** interests. There Is one 
•ethod i^iah has heen tried euooessfUXly May tiaea in io- 
dAietry and in ndnoatioael situations* but whlek at first 
gLanee seeas a little out of pbaes in tke XaTy. KoveTar* 
its aaeeptanoe is bseoaing so vide in industry that Naval 
offloera ekould give it earefUl consideration. The sug- 
geetion is that suuiagenent should give the uorker oppor- 

w 

tunity to partieipate in eertsin aansgenent functions. 

Davis teaohee soae^at the sane thing se hie p3ed.aciple of 
psrtieipatiea. k asn is bsttcr sstisflsd sad ooopcsrstss 
tc s grsater sxtsnt if hs eaa take sn laportaat part* sxid 
if agrssMsnts on pleas m*e natually aehieved* as can bs 
done In a veil handled confcrense. 

S<»e vritera say that supsrvislon nust be desK>orstic. 
R<nrever« if that be eo* the various ts^iniquss of notiv sting 
aen aust be applied in eu(^ a manner in the Navy that they 
vlll hold up tmdfr the e train of battls. As far ae oan be 
kBewn* eonseneus decisions* arrived at in confereness be- 
tveen officers and aen in a military unit oan eueotsefully 
be extended only to •frii«e aetlvitles** or those aetivitlee 



24 / Paul Mooney* *A Pundanentsl Job of Nenagenent** Advay ed 
kanaireaept (April - June* 1944)* Tol. 9* Ko. 1* pp. 94- 

Qff " 'T.iiT-i. 

a 



gs/ Ealph C, Davis, 
Harper and 3roe 



ln-m«trliil Orfanlia^;.qB yj.a 
.* kew ferk* 1940,* p. 605 






26/ M. S. Cisler* “Social Theory Involved in Supervision** 
Personntl (karoh, 1944), Vol. 20* Ho, 5* pp, 300-303, 
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Asidtt from th« fcaln Job« of th» org»#ii*Ation. Tma# trill 
Inoluda things aa welfare end reereetlon. There ha» 

been no Ar«y or Mary which operated aucceeafully that idlowed 
a eyatee of divided authority. The following quotatien ia 
a uaeftil exaaple. It 'oonccrne the aurpriaiag defeat of the 
frenoh Azsy in 1940, 

•May SSnd» 1940# Still no Preneh cotinter-attaok te 
pierce the bulge. I^eoioua opportwnitiea have been thrown 
away. General dwsrgea wan aaked peiat blank why the i;ro- 
■laed counter-attack had set boen delivered. Mia llai- 
eon officer apoke for hia and anavered that the General 
eould not give order# ao far ia advanee of the inclia*- 
tiffiixa of the divlaiona. Tliia waa an eye-opener# and it 
ia only now that it ia brought hoae te ae that the fer- 
■atloR of aoXdle ra* ooMitteea regularized in the French 
Aray in 1936 by Konaieuz* Leon BIvr* a reglee teve eo far 
undereined diaeipline. P.Q.G. (the Frenoh General Head- 
quartcra) ia definitely handicafped by the aplrlt of 
lnternationali«B that exlsta lK> 'euch a great extent mong 
the r&nk and file,* 27/ 

The procedure to govarn use of recreation fV»»da of the 
bavy waa set forth in a letter by the Secretary #f the flawy# 
4«-l07X# dated 17 Hay* 1946. It dir eeta the feraatioa of a 
Recreation Ccmnoil coapoaed of not leae than three coaaia- 
•ioned offioera and an Rnliated Reereatien Coaaittee. Ita 
provisiona leave the deoiaione of the eonaendin^ of fleer 
final* in that lie Ciui approve# diaapprove# or ckange the plans 
foraulated by the Council and Ceaalttee, 



27/ Anon.# The Diary of a Staff Officer# (Methuwi and Ce.# 
Ltd.* London, 1941 ) * p. 34# alto qi»t cd in Pennington# 
QP. bit .# p. 133. 
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vr«ll kan<iled «onf©j'enc»s can b« extresi^jr useful for 
tralnlEe 5 and edueatlonal ptaposes. Hany Baval officer* 
kaee h»d suooea* vith round table type disoueslone at lunch 
er in oth«p aituatlon*. fhe advantage* In the Wavy from ia- 
foraal dlsou**ion* are aanlfeld. rir*t, if the per tlcl- 
pant* Gan arrive at a doclelon# having dlacuaaed all aide* 
•f the aa«e» they will b* auch nore strongly aotlvatad to- 
ward (»operatlag and backing the plan than thsy would If 
the *«# plot had been Issued as an order or directive, 
Beoondt by dlaeuMtioc all hand* gain a better und*r*tandlng 
of the problaa and policy. And third* tho senicr off leer 
disoever* aabiguitie** difficultie** and raaification* he 
Bight have Biased. fechnique #45 in the cheek-list sug- 
0 B*ts liaittd s^lioation of the principle* of partieipatien 
and oonfereno*. 

It is to the best int«re*t* of the leader using this 
eheoic-liat that he select end place hi* subordinate offl- 
oer* to the best advaaitegs. It is beyond the scope of this 
paper to go into the science of personiCL ity» eaeept to a 



^ w. E. Utterback, decision 

Ilaes# dew Xork* l94e» pp. 5 f; 

iSistr^pg! 



(Bsw YeHc 



- - t, 

as of Gmup Thinking (Association Press* Mew York* 

, pp. 'i-^3; ^ hT r, Eubank and J. B. l^r* 

Pi soups ion iind Debate ( F» B. Crofts and Co.* Hew Toxic* 
1941V* passiB* ace cVpeclall y 



Chapter 18, 



ai 



extwit. It la fcno\rfn that the Isedcrahip 
of ft ioan can be doTeloped by tralnini;. There 3m alio evi- 
dtenee to atipport the ballef that ateh la^roveaent eould be 
Bade Aft the eelectlon of leadewhlp cendidatee. JonkA.n 0 re- 
oently presented a good# te date aerTejr of the eit\»&tion« 
Thou^ mmj studAec of aorta hairo been Bade# It ia not yet 
hiiQen vhat tlw attrAb%iftea of the beat leadara are* nor ia it 
kao%m hov to aeasera aocvrately tha aueotaa of a leader. 
PaychelQslata o«n aeleot those sen from a Isrgm group )dio 
idLll tend t> be the beat tead«re* but the r■^ftl oorrela- 
tiOB of tiie a election with ultinate suoceaa ia not known. 

Their collets prooeaaea are ooaiplleated to the extant that 

? 0 / 

thay mmt be handled by experts. At ^ {xpeaent tiae* pett|r 
ef fie era are aeleoted and adranoed uadar tiie provisions of 
« urcau of bsTal yerwonnel kanual. It ia an undaratand- 
able* logical* and aia{>le syateB in eparation. It ia 
bebly as ooepleta as owr presant knowledge alK}«t leader Aip 



£ 9 / V. 0. Jankiaa* *A Review of Leadarahip Stadiee with 
Partloulvr bef«’enoe to Military ?roble*a** Psycho- 

(January* 1947)* Vbl. 44* »o. 1* pp. 

bO/ Sobs of tl» aathoda wuloh have been veed with varying 
avieeesa in the aeleetlon of leaders are: 1. katin^ by 

seniors; 2 . hatlnga by ftsaociatos; 3. loBin4».tioo by 
aasooifttas; 4. Intarvlewa; 6. Aiegraphieal inferaation; 
6, Classifieation testa; and 7. rjocloeetrio teohnlqoea. 
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w&rr&ntft. 

Xntisres'tlng ti&\% besn t*un to tost aothods 

of scooting ItAdors In which the opinions of the r&ak wnd 
filo» or others* on thw swbo IctcZ &s the can to ba prowotodl^ 
sro oonsidsred, Vhen this inlbrofttion is oollseted soisnti— 
flcally and is uss4 to obtain the best possible irtilizstion 
of persons it is ealltd s socionetrle technlqtjo. It is 
generally agrtod I2iat the assoeiates of a um, those of 
ths s^e rsi;dc or ratlniS# usnally kno'w aore about ths asA 

his sups^'ior offiosrs* Ths technique can aleo help 
arrange grouping of persons so that the peraonslities 
of the leader and the led do not olseh. There fere* the 
•oeiomatrlo technique shows promise when the inforoatlon le 
handled scientifically. Kawy officers aight well give 



71/ United States Kawy* tfuresu of Wawnl Personnel Ifanual 
Oowwrnmcnt Printing dfflceV •tshingt^n* October i* 1942 
edition corrected through change <?11)# p. 89-166. This 
prssoribea advsrtoe»onts to fill personnel co«!)le6isnt 
baaed on the following. 1. Aohievensnt tests; S, Pro- 
ficiency ratings by superior officers; 3. Leadership 
ratings by superior officers; 4. Time in rate. 

21/ Tbr a discussion of socioaetrie techniques seeJ J, L, 

Mem of Eim^p ”elf lions (llcrvous and <*entsl Pis ease 
iuoiishlng Co. * w^hir^ton, 0. C. * 1934}* pasaia; J. L. 
Toreno* Sr,cio<^*try eng th^ fhrlt^ysl (h'drp* ^oelometry 
aonoferaph (jb««.«n llouse* Ino.* hew ^ork# 1943* passim. 
Moreno's books do not deal only with leaderaSiip. 3ss 
aleo: h. o, Partmti# ‘Leaderehlp mong Pre-*chool Child- 

ren** Journal of sl»os»msl and Social Psychology* 1943# 
Vol. 27* pp. 430-440; «<? ¥ ghUdren Chpof e FrleMi (»oe- 
lety for the Sclent if ie 5tx*ly of Chnracter* Detroit 
Tsaoha*a Collsge* Detroit* 1929)* Passim. 
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«or® coft«i4wAtiion to of Itaders aoceptp?^!# to 

t«e a*a oonc^rTvod or to trMkAfering; mh to dlfff^nt ••(>- 
tions £«t hafi>i«ir &rr&ng«Mat». So»« par aon conaldarad 
anfit &9 lenders or •^oniers in relfrtian %9 cartAln persone 
are considered satis fJKTtory la relntisn ta other stoics. 

»e^ tscionictsis i?32, 

towsTsr* thire is no proof that tun nrmj or nnvy can 
bo successful in seleetiMf leaders by popular eholco. ^ftsr 
Mar imsian RsTolutlen in 1917* K«*en«ky triei to dOTelsv^ 
a draoeratlo* citixsn srsy for tSie asv Ruesia. officers 
««re sleeted on '‘tim priaeiple of mitual eooradely dlsci« 
plies «.iui respect « * the seat ae effioem in>rs eloted In tiie 
sdlitia during the Aaerioea Kerolutien. 0«t the nev Ressian 
arar teas sot a success ends therefore* the old Ts^^rist offi* 
cere vers ae&rohsd out* aasy taJteft trom prisen* and put 
haak in Tarioue oo^iAnnds of the Red Aray. Of eourse* they 
isere e*tcr»ea oo»^im«>asly by reeresentatlTss of tkm oo^iet 
Qavemnsit sailed tnr Coaaisears, A few years later* t^rt 
•M -So'^he atteapted the ssas thing in deraany aft«> t?-.elr 
rsTolutlon, They were not saeeessful* nor were Asmn end 

35/ 

dlrels of Spalin in 1036. Deaocratlc selection of ’’*«vy 

IpAders is not heinr sdeoested* but aere atteatlen te perec nail ties 



33 / Pennington* et al.* op. ait. * p. 153 f 
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and h«aaa relstlonchl99 is *v^..8sted. 

Tixre« •epf!T«te l«»derahlp i#*r« 

«3C Ar *7 Air f9re«t »Tl«Uon Paychol?jey VroiT^m, In «8Ch 
OAse* thej iMiooT«r»d al«04t t;h» «•« A«t€^rl«« of action 
*uppAA#aiy 4»«lrM In auoceaaful A.A.F, >;fiiid9r«. Thjx»e 
0aneral eatA^rlM w«ra: 1. lnltlatlv« and intareat In 

military dutiaa; 2. Froficleney #clll In tJio flying 
duty; 3, fid8r««tA8sl for p«i*»or»2 'w«lfar«; 4. Ppoficlanoy 
In aoolAl adttlalatratlr# dutlea; 5, Papaonality ehr-ractar- 
latioa; an4 6* Intaraat in ncm- flying dntiea. Still tlit 
atatiMsit of Jox^lna holda true* that *AdT«ioes in •iivImM'* 
ology is Ihla fl«ld» l.a. » a^leetlon of leaders, are da- 
fiaetaly not atrllclv. * the traits of leadarahip raaaln 

M/ 

a vagsa and alaalYe thing. 

Various lists of the so cAIlad prlnolplss of isaiSir- 
ship hold oltMC as to poaalbls ttotlYstios teohnlq^aas. Tha 
fellovliig it<MBS, odlled oardinsl lUrinolplaa of Issdsrship 
by the bnitad States Amy, are IneXeded in ■etlYstion teeh- 
ninues «e indleated by referenee nini>er8: 

1. Kivov you nen # t'd* 83, 39. 



34/ Qaitod Statee Ar«y Ato* l*oree« Aviation Feyoholocioal 



Program, t;|ivyt 14 , Pe^hglo -jyC, 

of ^ raiistri^utioiB {Oearenussnt Ih^intinc Offiom, 
). C., 1^46) ri 






’’relialnary edition, 1.S2. 



3^/ Jenkins, op. olt ., p. 73 
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' 2. S«t th» 8X«ftpX« #18 

3. Caor« fo*’ fBUF wen. #S7, 28, 54, 41, 

4* Keep the men leforaed. #43, 51, 

i. «ot hiich BtenafrdB end develop pride in outfit. 

# 37, 38. 

6. 8U»yl«te Initiative end eelf reapeot, #1-11, 13-17, 

Id— 21, 53, 36, 44, 

7. Revard the men for jobs well done. #24, 48. 

6, BetaJillA And mAlntAln aiillt&jf 7 dleolpllne and 

ooirteey. #47, 52, 63, *ft, 67. 

36 / 

8. derve tunatlflahly, 

Aoiie 0 # those prlnclplee are useful here. Starting 
with pilnclplee and it Muiy ho noted that alaoet all 
boohe concemln,^ Xaadex^lp ctreee talcing an active Intereet 
iB the welfare of euhordlnatee. F. A. Alex^er eays, fer 
esawpie, thad morale conslete la the satlsf motion vhleh the 
wcxicer gets oat of feel lag that maiuigemaBt hee an Internet 
iB hla welfare, mad ^w.t hetli manageBient end ^e emrlcer (u*e 
eofleeraed with eaeh oiler's welfare and work together la 



5g/ United States Army Sarvice Faroee# manual M-5 leadership 
and the Xegro Aoldler (GoverRmeot Printing Offloe, »aah- 
Ingrton, 1844) p. 17, Op see Army Manual FM 21-80, teotlone 
1, XI, * 17. 













^ drc I 



oollAboi*at«l offoart. 

Thu AAT Icaddrshlp «tudl»8 yielded istereetins result* 
lA the area of eoneld er&t loa for the mmn*s welfare. f«o 
hwaadred aad tw^ee flylas off! cere reeently returned frMi 
eoAbat asked to deeeribe suecessful* aetwil. « eeabat 

leaders. The deseriptire statenent a were analyzed end elassl- 
fled iBto catecories> t^iirty»twe factors ef leadervhlp. 

Many of the categories dsal vlth t)ae personality of the 
leader* tdileli Is eoneirhat beyond the eoope of the prvsest 
^eek-liet. 5eae of the faetore were ■entloned toe eeldoa 
to Qonstltwte proof. Howerar* It la significant that the 
category a« Umied sK>et often or In ferty-eewen percent of 
all deserlptlYo stateasnts* consisted of the fbllowlngt 
Vent to bat fear asb's safety* eonfert* food* etc. Voder* 
steod preblsss of rest of nan* e.c.» proaotlons* traaef era* 
days off* ete. IRie footer lifted sseoad in freqxienoy was 
far behind, aentlonod In only tv«fity*Rlne pereeat of r.il 
stateaents. A second study obtainsd fre« flying officers 
descriptions of unsuccessful leadvs. The aost frequent faetor* 
oaourlng in elghteaA pereeat of all deseelptlons taa •idsk of 



JKd 

23* 

1 . 944 . p, 46, Leeture by F, i/, Alexinlcr, *!?otiTatlon and 
laoentlYes*. doe also Penaington* op. clt ,* p. and 

H. W. Hepaer, Psychology la Modern »->ualms_s_( Front lee* 
Hall* Ino., 1930)* p. JJ40. 



In D, E. CaeoroB and H, O. ho is (eds.) HuafTn _eh^YlQr 

§ ts Eelstlan to Inlus (McOill UBlTerslty, Sontresl 
saada. a s er le s of Is^ur es given January 12* March 
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of aMn's wolfaro*. TtnOXng to justify this 

of sn officei'*s eeituiderA^on for kit b«r*s *el- 

ftrt tm A •etlratloB t«<^nlq’it is Xoung*t st*te»«it: tiMt 

*hu.ter9C SAtisfled a p^raen’s nt^-ds tsads to relt*A« Station# 

krlnc sucocsa nnd Rdj«8tm«At* and te •'fake plaftsantiMSs. 

lovtver* so«e cstition is atasssarj in looklBg oot for ' < 

•«n*s wtlfsre. A^old pAteraalisHa. Xe«p mrsy fro« ^ivato 

4Q/ 

and fsaily proklcas^teft It^tr is not dr^ired. 

Many tsehaiqust in tht oh«ck~li«t pertain to looking after 
the velfare of tke «en* espepially 0iS2/>‘9^$ 27-90# 94-36« 

SO, 41# 4£» 46, 48# 60 and 51. 

A siirrey ooTSVlng thirty- four Aj«y Sanrloe Force Coa^aniea 
in the ContincRtal Onited states vae coeduoted te deteet 
the cerralatlen betvem Tarloiit pereennel praotieas <oid 
■orale as rated by (a) the poet or battalion ooeaandcr# 

(b) tiae ooas»ony offioera# and (e) the enlisted a«» of the 
eoapaay. Against the ^eok-list of coig>afiy praotioee the 
six ooBpajiles rated highest in aersle sad ^e six eoa^eniea 

St 

26/ U. S. AAf AYiaUon Psyehology Report bo. 14, loo. oit,# 
tables 2.1— 2.3 

a/ Young# OP. olt «» p. 385 f. 

•0/ C. 0. Burlln^aa, *iBployte Morale#* Perapanel Joiarnal 
(June# 1946)# Vel. 84# Mo. S, pp. 56-63; Alee eee 
Cannon and Boss# op. eit . # p. 62. 
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rates loves t In sorale were evaluated. With aery f#w excep- 
tions the hif^eot aorale ooa^panJea vere rated favorably# or 
at possessing all elj^teon itewo o*f tfee oheok-llat by tJhe 
enlisted aen in the. ooapany# anS. vith very ftv exceptions 
enlisted a«i of ^ leveet Morale eoapanlee rated their 
aoapaniea as lacking the eighteen Iteae, fhe lte>>a» r^parmtly 
Judged as deelrnble in a good ooe^MHiy ware-: 

1. Officers Interested la aen. #n2# 34, 

2. OfflcK'o imderetanl aen'e needs. #1-11# 13# W. 

3. Officere are helpful to aan. #l^#27#2Q#C8#41»4.a#46, 

4. Officers reeognlse aen*s abilities. #30»21»36#46. 

5. Offleera are willing to back aen up. #60, 

6. Fair share of off-daty tine given aen. «#24, 

7. Wen given mitherlty to do their Jobs. #40. 

8. iest use ^d« of training tlae. eS4 

. 9. Fair furlong and pass volley. #23# 39. 

10. Fair proaetlon policy. #14#£3»5a>»39. 

11. Good selection of rtonoo«alasloBed offleera. #3P. 

12. «iatisfaat*a:*y sports and athletic fecllltlaa, i '^#20. 

13. Satisfactory reorestlonal faellitits. #5»F9. 

1 4. natlsfnetory orientation on progress snd baekground 
of the war, F43, 

. Officers give talks on inportanee of outfit's job. 

#43# 31. 
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16. -ParsonAl (alka by ofrieara «n aan's prograaa. 
0 ^ 3 $ 4S, 

17. K«a gliran opportunity to knov the *tdiy* of 
tillage. #lg*45. 

18. PuniehiRent Mted>out fairly. 029,bZ,66»5f, 



A study of 1500 Mst&I effeodere shoved aaay different 
Motives idiieh eontributsd te the esuee of the offerws. 5 om 
mmu v^e troMbled by eoeaoBis prelidsns or unfaithfulness 
at hoae. Msay shoved faaiily baeicgrduaAs liith divorot* broken 
heisest or adatreataent. Tbere vers other sMtlees easier 
for effieers to control. A fev >en with high I.Q.e viere 
bored with their tasks. fvsaty-ssTsn perseat of the of-> 
fenders dH not like tineir duty sad seventeen percent did 

ii/ 

net like the Savy. Another study found that deeertions 
or overleaves vers due largely ts> m esotioaal diaturbance 

42 / 

cr to sons attitude tevard the iavy. Certainly* it vould 
be desirable if Maval officers vtrs able to ni«i»ize offenaee 



41/ X. a. Otness aed 6. A. W. stoufer* Jr.* •The Naval of- 
fender: Motivating Factors** Ns v y , BulletiB 

(Navy Bepartaent* vashington* 1945)* Vol. 44* pp. 1029- 
1055. 

42/ W, Broaberg* A. A. Apuzzo* and B. Locdce* *A Psyoho- 

logieal Stu^ of Oesertlen and Over Leave in the Navy** 

Cpert«»t, ifMhlngton, 
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tej 4«v«leplng lnter«»«« and prop«r attitwles, by helping 
to Bol'wt tiM 4ifrie«Q.t pqr e ewa l probleM« end by eelaios 
«M»tl«Ael tanelans. 

The preetlgft of hie job la of great leportance In not!- 
▼a ting e<ieh aae. LaA of preatlge 1» nenolly one re*»on 
tiutt *hea4 eleanere* are aet enlfeuelaetle ebotat their Jobe, 
•at the attitudee of the erew and then of the clean ere can 
be ohanged. The doodrieh "Oollege” of Haintenanoe Knovledge 
caye* 'Giee dignity to an irkaone Job» teeiper it with hwaor* 
and iJietill a spirit of friendly ooopetitlon in Ihoee eho 

ii/ 

have to earry it outT* The probXen la niteh sinplified 

dealing %dth typ«Mi ef nen who can take pride in the elepleet 

4V 

of Jobe. See teohaiquee iH9» and 3A in the eheek-llet. 

In order fier an appeal to yatrietien to earry anch 
weig^ the patrietien eheeld earry preatlge. It hae been 
obeiotei that patrietiae wtoi nore popular* and beeeuoe of 
the pepidjurlty nore ef fee tire ae a netlTe in tia?e of war 

i5/ 

and national energenolee. Appeals ere eaid to be "^ore 



eg/ "Qoodriob •College* of Kaintenanoe Knowledga** Solera 
Indue try (bareh 16* 1947)* p. 72, 

4V Karl A. neciRlP^er* Tha nuean Mind (A. A. Knopf, Sew Terk, 
1945) p. 63. 

4 §/ Oaearoa and Rosa* op. bit .* p. 4S 
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• tMOMsfia whe» they ar* apeoifle and ar« aln«d at indivl- 
doals or ssaller grcmpa, Ala« it la tiaually agreed that 



apptallne to duty aa a »etiV9 la Mt often suceaaaful, 

R«f«r te toohiiititto #17. 

Ono of S»a^la» prlnciylta of Koralo la the prlneipla of 
undoratan" , A aan «|»prooifttM aora «daat h% VhlioTM to 



ha right. Zndaatry and the araad aarTiaas imdarat&nd thla 
and now attncpt ta find out# uaually hy awTey# what tha 
•an ballava and thaa“to oorraat any arronaoaa baliefa by 
aathoda of indootrlaotiae and praaantlitloR of the foots. It 
la too aftan found that nan guide thair aatiooa by Aiacon<- 
aaf»tioR. Veltar Strangf Midwaat Diraator of tha opinion Ha<) 
aoarah Oarporatioti# Ohlaaeo# palntad oat that alooat unioar- 
aally li^r doaa not und era band aMBMigenanta problaao. 'a^rkera 
in aoao aonearna aatinated oea^any profits at alMut tX>$ of 
groaa inooao liiila in raality it woo about Cartalxhlyf it 

ia •anagacant’a fmotiofi and doty to idiow tha worker a Hie 

w 

trudh. An mxsmplt of apaoifio Amy indaatrination ia the 
altuation inoediataly prior to tba invasion of Kuropa# aoroaa 
ttigliah Channel » l>-day in Iforld War U. It wan feuaid that 

^ K. H. «i«ina. Chapter III, op. alt. 

£?/ Ralph 0. Daria, oB. elt, . p. 548 f. 

48/ '•altar strong, »Analy*inff taployaa Attitudaa end tanta,* a 
apeoch jiraaentad Kay 16, 1947 at tha lighth Otiio Paraonnal 
Inatituta, Ohio State Univaraity. 
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tho grcMft't MjojrXtj of *oH<lL«ra baliavad Ch&t thoy var* 

dOQ&ed to die. A sez'ios of peta-phlets faote irere 

4 §/ 

dletpibuted to Infoita the oen better of the el tuition. 
Cheek^-liet techniques jS*43 and 51 stress tl»e aheve points. 

When ruBors axis %$ It is usually beoause the sen are not 
co«pletflily lnf<iriaed. *To deny a rinser# repeat th# faets# 
4o«i*t repeat the ruator. Ryaors are spread by word of 
south. When you repeat a runor you are epreadlac a rusor. • 
An ejq>eriaMSital study group of people ware brou^t in to 
listen to a ruaor contest prograai over the radio# which 
consisted of a dialogue in i4iieh a rueor was announced# 
followed by facts whioh prored it untrue. Lletenere to 
the progr«ui were inter rlewed before and after the profraa. 
Their sievere showed that the rusore ehoidld never have 
beon repeated, for every rueer spiked by the progrtau 

W 

tvecit y-eeven ware plant«d.~ Technique i^l nentiorMi this 
point. Netisratlon teohniques which pertain particulerlj 
to edueation probleae # training# and lefiming are useful 



4fl/ Kaj, 0€m. f. H, Osborn# "Infonaatlon and E<hievtion Dlvi» 
Sion*# Military Review# (Fort Lsaven worth# beceuber# 1844)# 
Vol. 24# No. 9# pp. 3-26. The purpose of the orienta- 
tion are listed as: 1. isetivatien# S. wxplaaatlen# 5. 

reaaeuranee. for another diseussion of the Aruy orien- 
tation progran# eee Col. H. J. Schroeder# "iieatal Condi- 
tioning to trap*# unit ary Reviiag, (fort Leavenworth# 

July 1844)# lol. L4, Ao. 4, pp. 50-53. 






44)# p. 63. 
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in th« Penninston prs»«ot« the rolXo^a,^: 

ggFices THAT p: ypAP.?: yhain’^ss f^ot; wiLigARY 

iions PtB-.OTS ' MttvS li>e»ClX»TS 

ILnoiirI«dg« of futtre Mods 
•/ # 16* 43 

Profioienc/ oertlfioatea 
#24 

Adv^oeoent in r*nk 

rinancial Oaina <724 

Aaaitfnsifln.'t a special post, 

^4 

Lsaves aid tias-off. s*24 

AdTanosd training possessing 
civil iaa and Military voca* 
tional valuis. #43 

2/ (fioBbers after the its«s above refer to check-list tBoliniques) 

For Isuming* Penniagton* Kou^» and Case present the 
foll«viHG psyoholo^lo al principles; (1) .4 man leama most 
wliea he understands the nature of the sidsjsot and why he 



51/ Pennine ton, ot>. cit ., p, 19. 



iMBSdiate recosnition of 
progiress. #21* 37* 38* 4S. 



t 

buecess experienoes ecsh day 
in training. ^3u, 36* 4S. 

l>eMonstratlcn of hov e Mili- 
tary pisoe works. 

ProblMis relitlng knowB to 
uhkaowM #43. 



Graphs* di&rts, instruMsats 
that sst the stsce for ia- 
etruetlon. #L6 

Instructors bearing* interest* 
and enthiisiams. ^6. 
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needs to leu^A it, (s) k sen le^ne Mid reoies^ere beet 
't^en tJie evbjeot is cXoasly tied to tknt elresdy known, 

(3) A person Attends to o«e iteai ef exp^enee at a tl«e* 
he oennet do tjo thin^ at enee» unlaes one of t>»»se it 
a« oonplatAj habitual ttiat ne attention is neoeae«r 7 , 

(4) The learner should praetlee in the aannse* in vhioh he 

W 

is later te use his new fasts and ricills, 

Casa ewidMiee exlats la the experience of tl'.e h»Ty 
at teeAii.li' reoo^itlon during World War II, ]>p, M eede nh all 
followed the leaitilas eadilblted by ▼•rlcms pilets. The 
se»ount learned from reeo£jnltl en was low while the pilots 
were training la the U. bet learning j-esiped. obwleuelj 
to toich Itaprowed results wlien the pilots were aboard earriara* 
atessdni' toward eoabat sonee. he ecntloned four prineiplea 
(leite generally aeoepted. I4eamlne tekea plaee soet ng>idly 
a xoan 1, is avers of a goal* S. understands Ihs goal* 

3, Accepts the goalt and 4. sses the goal a« laeediste. 

Check*'! let technlduss #h?» 88« 45« 46» and 51 ineltide those 
t»rinclpl«s. 



52/ Penniat^tocif et. al.« c9. clt .< p. 15, 

5a/ Froe a oonferenee held July l£th, 1947 with Dr. C, •. 

Mendenhall* Profeeaor of kducatlen, Chie state tkilwerslty 
and Lt, Cdr, * WMR, 
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Indoc tririAtiloft lllwrature an1 training aAterial 
b« pre®«nt«d In a for* th» bluejA(dc»%« will accept, dlevarly 
dcaigned handbooiitK have aany tiaw® pi'owad aiK^h M»r« cff*o> 
tlTC than any n’xab<*r of lecturftr«> ordaz* 0 » and 
books. Technique #4.3 Includes sentlon of the henlboeks. 

One &ottaal» bad exSKple was a handbook whloh started^ *Ke— 
fienber# you are here to work,* 

Supine iaple presented a plettre ef the sohoolins 
■etheds available to Inieetrlal -epleyees and he esjareeoed 
the opinion that they were not eonpletely eatlsfwetory, 

«e was looking fbr better nethoda. One eonorete eifs.ewatlen 
concerned testing. He notioee a two hundred pere«it In- 
crease In the enrollnaBt ef eddlt trade olasaee in t^e field 

where the testing technlqne had beat used* A test or axpar- 

55 / 

iseotil situation eoestloes in Itself etiaulates sc^dtaotion. 



#4/ 4o»e Haval vcsetle havo quite exeellent handbooks t e.g, 
the U.S.«, Leyte and the U.S.S. Albany, Also see B. 
Tieainlck» *?he ftsployee ftandboek; A Tralnlnjl Aid", 
PTBonnel Adainlstration (hay, 1942)# Vol. 4, * ^ 9> 
rp. %.5; Rankin, "A Survey of *iployee 

handbooks, • Personnel Ad^nlatration* (Februy , 1940), 
del, 2| and 0, Bentiy, "The Saployee Fublleatloa as a 
aorale -ullder, * Advanced ..aodkeatit ( July- ^e;‘taab(>r, 
1943) Vol. a, to. 



05/ 8. Maple, ■8tl«slatlng fisj^lores delf-Ieprovewent'', 

Personnel Journal (March, 1941), Vol, 19, J*o, 9, pj^, 
;^ 1 ^ 324 , 
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•oB»e prifjclples conoernint] trednlw* ai*e: 

ftfiequate inter*«t8, uttltudea, and pijrpoaes. t^ale M 

etar^ar<l» a»st be aAaptefi to pupil elJillty, Kaxlnua 

flciency deaenda * deflelte objeotlve. Reward end pralee 

mej b« affectlTe InoentlYoe. funlaharnt probably hee Ita- 
56/ 

ittd value. Technique #42 ncntloas the velee of teete. 

Attitudes tovard ehenges in environment ere tkorw 1»- 
portent then the ehengee thcaselvee. In one of t^je tfeet- 
ln^ot»e exp-erlaente an Inereese In Hinting produced e 
definite Inereeae In oroteetlen. Ilowevvf when intensity 
of llleain&tien wee experlflumted with again It was lewered 
belew the original value and predttetlen inoreveed etlll 
■ore. Alaoat any ehange lif^revee predeotien if it le 
taken in 1fenByii.ht aplrlt. The following thingc oan 
help to prevent boradoa and fatigue: 1. Take frequent 

re«t paueee# 2. Change the nature of the aemvltyy 3. Corn- 
pate wllii others and with yovetlf» 4. Seetien the wen into 

roa^ily equivalent groups eo that aen of soneidiat alnllar 

5 Cj(/ 

iMMkground and ahllltlee work together. Che<&-liBt 



B. d. Hyane» 

yatioiva ^oo^y, 

Vol, 41 » pert k. 



per 

Robinson* on. 



•Motivation In Leading 



pp, 

£li3c.*» PP- 



>08 




tfte 



and 



200 - n 29 . 



bV C»*iijoron 4 '^.osa, oo. _fi.it . , p. 51. 

Dlekeoffit on. ait .» pp. 2 ff. 



Aloo r.oethll3berger and 



58/ PofKlngton* et, el. op.. clt .» p, 9T, 
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teohnlq\»« nU 16* £8, 33, «jid 26 iacltdo th« ftbov« prln- 

?hcr« should bs fairness In all dsalings bstvswi off leers 

and »sn. For sxaapls, soim prosK>tioo s/stass are sup.ossdlx 

bassd on. nerit, th« best aan to get the job if qualified, 

but la fact, they »ay not effeot adrateeaents on Mrit, 

It happens sossitiBes "^TF»t«.vhen Taeancles exist for preno> 

that there are men who consider themselves qualified for promotion 

tior^ but that the of floors se«e to eonsldm* the a not quali- 
fied. It is only fair that if a m is qualified he deuld 
be sonsidred autenatioally, and lhat if ha ie not qualified 
he should be om&ilzmt of the fact. This requires up te 
dats, aecessibls records. Ceoisions nust be based on faets, 
not on vague feedings. Techniques ^29, 42, aM 43 attempt 
to show this. 

Oeorgs Jay ^yon attsopted to codify an avolving pro- 
gren to satisfy the present labor- nan agenent troubles. Much 
of his plan had to do with ths aotivation of workers. It 
wns bnsed both tg>oa what ISie trade unionists have indlsatsd 
thsy want to acoonplish or the oonditiona they seek to create 
or find in industry, and various nanagerlal principles from 
which the wants w tsksn. Orlsvance items which apply 

w 

here are listed. 



59 / George Jay Anyon, *Trade Unlonlate and Scientifle Management*, 
Advenced Management (June 1947), Vol. XII, to. 2, pp. 66-73, 
5ee also JohnA.' Overhold, ■Orlevanoe Proeedures ae -Vide to 
Morale*, Peraonn e^ Adnjn^^trat^on (day, 1943), Tel. 8, Mo. 

9, pp. 8-9. 
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1. o&ub» of controversy is id be fD*4H(i In 

oisues of MRscerlol power snd ontfeorlty. It is « aoro 
doclsiv# foreo than the profit aotlTt. 

£• A«y eoatrotperaies arising are to be aubjsot to the 
•Grievance procedure^* 

*• All grlevaneea ebonld be settled as near the point 
of origin as ie peesible* bm speedily ea possible* and on 
their sorits. 

4. A preeedure mmt be estataiahed for tbc settlffiBont 
of grlevaneea. There should be provided* by eatuel agree* 

■ent* a flnAL deteniiiiatloii of unaettLed grievanoea and the 
proeedure to be followed* 

5. llMi proeedijrsa aust facilitate eettleasnt of grie* 
▼anoee l^r the estabHahasat of the euooeaetve steps sad aethoAa 
ef preeentatloa ef grievaaoee and the appeal froei eae step 

to another. 

The haadllag of oom>lalatw is atreeeed by the aajvlty 
of ailitary leadership boeke* however* few of the* proposed 
the foraallzed prooeduree used by Indiuitry. The trend la 
in the direotioa of expanded grlevanee proeedurea. Our sai- 
ler a are U. S. oitisens who knew the grievance eye teas. Thty 
will Mtiit one in the bavy. Md the Bevy will benefit by 
having one. The present iaforaal systsa usually used, will 
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work well* but aot la all oa«««. 

tt«pa preaanted by R. C. OaTit for iaproTlns *orale 
«r« aatually stops fbr himdlln^ grievsnoes* sxcspt that no 
stop is lists<l for Making ths eoMplsint. 

1. Xnrsstigatioa* l»sfors or aftsr a coopiaint. 

2. Dstsmiiiatioil of claims. 

3. Coaf^enoss cm thosa eonfliots. 

4. kdJtSStMCRt. 

9. It^striRatioB is tbs sAJastMRt Mia. 

$. Ths deaslopaont of fooai points of ooBBon intorssts. 

7. ibMrals naiitteaanos. 

Q)sek-list tsohniquss #29* 94$ 43* a«d 40 aantion thsss 
prinoipXss. 

62/ 

s’ ins Fsquislts to g7 0 d aorais havs bssn prsssntsd by taiksr. 
^4sfly« thsy ars listsd bsisir witk rsfsrsnoss So aotiratioe 



»urnal» vashingtsOf 1944)# pp. 51-04« 



60/ f. L. Vunsoii* Jr. 

(Ths Infantry Journal] 
pp. 76~78. HuBiaon prsasBl;a ths usual sMthoda of hiusdSk- 
ing coaqjlaints in ths serrioas. 0ss also MaUenal Rs- 
ssaroh Cotmeil, P aysholosy for the Fighting San (Infaa- 
try Journal-Penguin Books# Washington, 1943)* pp, 311 f. 



SL/ Davis# QP. olt .« p. 600. 

^ Harvey Walker# Publio Ada lias tri^ionJ.n ths Unittjt 

(Farrar and Hinahart# Inc.# Tss Zsrk# 1937 J pp. 151 ff. 
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In whioh the prinelplee at# aHsntionedl 

!• Padrnees 

S» Lee&erehlp #ell 

5. Eqael pay for equal vork. i*54 

4, A echeste to aeaeiEPe individual effloleney, ft?,. *58 

5. Career eeeurlty #41,46 

ft. Reoocnttlon - pr«Ti5i»ly Hated. 

7. A fair and ade<?«ate retir«Mmt eya to«. 

8. A well rounded eoelal prodnei. #?, 5, 30. 

9. OrganlEfttion of eotployeea. 

v&Iker^a prlnolple ooneemlnc a eohoiie to «e»«ure in- 
dividual efficiency doeerToe More Mention. Alford and lane# 
eXaia that *inQentiTts ean be aci^leA aeceeeafully i^erevor 
th«re are eatabliahed taake; ocnv«rs«Lyk no ineentivea eaa 
be a^vlied sueceaefully idiere ^ere are no eetabllehed taeka.* 
la^oveemt in oMthode# toola« and »etioxui that eowe dtering 
the oetabliahMit of cerz^ct taeke eakee poeaible an Iji^OYe-' 
««t in labor effieianoy, but it is the iaoentive that re- 
leaaee huMU) energy and eoeperation. 

The fortvgoinf is true for eeveral reaeona. Alooet any 
8»al Aarlflee the eafs*e pvrpoee ani inereaeee predwntlon. 



da/ L. P. Alford 4 Bd J. 1^. Ban^ (edn.) Pre^tten 

booJt {fliM Ronald Preae 0o.» bee foiit* lh44)» p. HT7* 




1 1 
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It also MeastsTas hla pregraas# allows hla to kiK^w what is 
daslrad or oonaldared satisfactory parfor»aj%oa« and it 
■akas possihXa fcrss of ooapatition* 

Alfos^d and Bajn|8 prasent as one» good* non-finaoeial 
inoaatlTs* a syste« of individyal production raoords, Thasa 
say inoluda data on any or all of quantity prodaead* qTi«.lity* 
aaonoay* the idaal* the bast eirar aohiaved* and bast 
tlia individual has avar achiavad. Suoh raoords aay ba 

ey 

postad. Many industries have got reasrkabla incentive re- 
sults frcst sueraly passing around a sysbol of soaa sort* 
plaein^; it in the dep^taant tdiioh for the last weak or 
period ranked first on the basis af the above records, 

B<»ie sen need harder jobs. The best incentive to the 
anployaa to be productive is to ba placed upon a job in which 
ha aan suecaad* and in which hia atiaoaaa will raoaiva appre- 
prlata recog»itlon. But if the lavsl of tha goal is aat 
too hi{^ it ter»ia to reduce aotlvation. These points ara 
sMMtionad in tachaique /14, 



^ Alford and Bangs, eu, oit. * P. 1248. ftea also ths chap- 
ter "MeaaiK'ea af Porf ornanoa* • p« 139C ff, 

Caaaron and Roas* on. clt. * p. 20 



g?/ R. R. Scare, •Barsonallty and Motivation,* Ba viaV--0i^ 
ftiuoatiOR Meaaarch (1944), Vol. 14, pp. 568-300, 
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A •oneluslon drawn Yowng wa« tfa-t •Th« adjuatasit of 

«A indlridaal te hta tauUc InvolTea a Tariaty #f Intarralstai 

f&oteera* a ma^r of wtrich Xalra ba#n studlad exporiaantally, 

AKoag ISiasa art tht «i2lE>j9«t*a uaierstonding tf tb# naturt 

tf hit tatt» hit aathod of working* iht vltaal tnd other 

■tnawa gaidaatt whlth he mmj wtlllet ia tarr/iag ewt an 

attlvlty* hit preparatory att at tatabllehtd lay the qaoAtity 

of tht vozk initially pMitnttd* a knowledge of the re twite 

of hie we^k* and a group of faetora whialx go te aeke up what 

ie mamonlj called *attitiaiie** aweih aa entkuaiaaav intaraat* 

end aelf~relianee. * ^o«e of theae ideaa have aot bean die- 

eueaed im^viowtly in this ehepter. they are iacluded ia 

eheek-liat teoluiiquaa #14» 36* 4S-44* 46 and 64. Yotsis 

later anlirgea one of the e1»ove pointa by eesriag that the 

e^erienoea of auocaea and failure depend largely upoa one 'a 

oeal or loval of aepiratien. Bueotaa er failure feelioga 

60/ 

are relative to individual ability. 

Caigjetition ia in itaelf an affective Ineentlve. The 
n«vy hee alvaje uaed aaay coapetitive drllle and ejeeroisea 
to «ti@iulate learning and interest. Individual ooopetitian 
ie eig>erior often to group eoepetitlon. Thia occurc be* 
e«ae eaah individual is atimulated* not oiay kep peraonnel 



<^/ lieuag* eo. eit .* p. 660 f. end p. 332, 
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on thf teas. It is jfS'tfer&ble Id ua« a systa* in which each 
fum can win by iMiatlng « r«eord» rtathar than a «yatea in which 

ii/ 

en« san wiiui and all the reat Xoai« 

If a leader dealrea a mm te produse effieleidly# )ie 

auat he blTen aufflolent authority to do the Job and he «uat 

7Q/ 

be giren neeeaaary aiaiatanoe when receeated. Buts eere 

than thats any aaaiatanee \daiah ean be given a aan uaaU.ly 

a 

can be #DiMidered/»etiVatieiial device. It ahetild iaerove 
effieleney in aone way to ae quidlfy. Thia can be in the 
foTB of trainiat* increaeed kaewledges a iMtter uad«etraAljigs 
a better eetheds or a better tool. Bee teetmi(^ue «^40. 

Ifork aiepllfieatioa developed daring Vbrld aar II at aa 
aeoalarated rate. It ie xiot aewi but it la of prov«i valee 
in indua trial Jobe and nii^t well be ii:g>lied te levy Jobe. 

JCM Beval pecaonnel my not be eepeelally puahed te co»> 
plete the aaaigaed works but aone yeeaens gunneres ehlpfitteras 
and othera nev«r eeen te ret their work done. Oertalnlys help 
ia in ordar. 

Hi 

dcnae »f the w* rk ainpllfiaatlon teohnlauea are: 



eoueoohs on. alt .» p. <2W. 
OP. oit .s p. 71 ff. 



rites H. •Training Bupervlaora in HanageMit Aflelyele", 

Pu ilio I eraonnal j.cview 1946) Vol, 6# bo. 2s g» 92 ff. 

^ao a«*e : *<Tohn ^ • ^K^nedy and F. J. taldenfeldal# »he 
Haaponalbllity Dlatrlbution Chfirt: A cn.aaalfic%tlon »nd 
nlniatrttlve Analysis Tool*, PuUlS Pirf9ft>)t3L (Oot., 

1943), Vol. 4s fto. 4.S pp. £64-359. 
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1, Th« vork 41© tribute! on ohacrt, 

2, Th« precMft chart, 

3, Th« vrorlt count, 

4, 3«ttar «ehc<Suling oharta, 

6, Job analyala, 

«. Th« r^^ntlMllty dULatrlbutl«n oherta. 

These itesrs art ‘BMRtionsd la technlciaes #46 and 54, 

Scientific persoiuftl naasgeaent is a phrase which usually 
refers to on© of the following three- efforts! 

1, aettiods aaefl in selecting aea for epeciflc Jobs, 

2 , The aothods uee4 for rstlag mA proastlng usn. 

3, the recording of pertinent data in order to pro* 

22 / 

vide a z*eliable end aoeessilds report or each aSB« 
Seleetl on tends to avoid the preblMi of iaprovinr eesh 
aan> at least it it a negative approach to aotivatiofi. The 
pttwnttislities ef well applied leotlvatien teohniqiaes are 

23 / 

saphASised in tJ^e follewlng quetatien from tterohov, *If 
there is one sigaififisnt fact vhieh has cose out of ttxln 



72/ Pennington, ot m,, op. cit., p, 190, Flsr g*n«rel in- 
fcraatlon on th#ee ^liases eee VitelM, K, S,, 
Psy^olegy (b. V. Porten 4 Col, 194e), Passim, 

75/ R. Uorehow, "bllltsTT Peroonnel Adadnlstratloni Ths 
United State's Araf«, ?uU lo Pa3r «y tyt^i (dprU, 

1943), Vol. 4, 9m, 2, p. 106. 
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Aj**y Job of plAOMaetit* It !• tho mfflrfcetlon ®f the 

n®xlblllty amt adaptability of the huuan brjln??. • 

*Thla and the wiaalnf picture of the releaee of husan 

capacity liold in boieiAe in eivlll&n life by the n^T*i*o^ con- 

flnea of a Jcfe or a <^iance acquired aklll» abould be eer- 

louely pondered by oar civilian pereonnel adi«inisti*at<a*e, ■ 

Mavy 2ias lofV$ had standard j>reoed»irea for cldlnr 

ULueJacIcetfi Mil obtaining* financial aid, Ki^?erlence he# 

7j/ 

Khinm that it hae been of great value. The ^avy pay ee*3o 
1* graduated reasonably well far incentive prarpoeea, b^t 
aloae it eft«i falls to Induce *. '^an to accept nor* reepon- 
ilblllty, The effect of finatnelal Inoentlves ie an laned- 
late Inoranae In output# but the effect eoon wear# off after 
n prone t Ion, Gain lne«itive werkn best If kept teaporary# 
eep -dally if Ineediatedy prior to holdteya, leduetry is 
well #t^ce»d that the value of an- incentive bonne le soon 
leet QAleet it le ealntalned tennorary in the mind of 19\e 



74 / Snail suns are leaned froa the idiip*e Welfare fben 

gre-ter aBounte are nee ed» officers help blutJeiAeto to 
obtain loans from ttie »evy 'tellef Soolety. Weeaeee ef 
the aevy Itellef policy of reetriotin^; loans to specific 
tjpoe of needs# those of aany een ar* not eatlsfied. See 
Lincoln Clark, "A credit Iftiion as a Part of a Por«onnel 
Prearaai*, fump Ftraonael neyley (Octo^, 1946), Vol, 

4, 1 ^ 0 , 4, pp, rl9-Jli-S». Clark «urveys the fieW e-v* pre- 
eeate figures tending to prove the credit union of creat 
value. 



76/ Ceaeron and Hoes, op. Cit, * p- 45 
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of the iiidivldual. It k&s proYad auck aare auooaasfUl If 
banaa pay la glTek aa a aapara^ aheak» aoaathlag obTiaualy 

2S/ 

axtra. This prlnolpla would aeaet appllcabla t© tha HaYy* 

Spaelal pay la awardad in tka Havy far apaolAl dutiaa ani 

22 / 

far axaallaaaa 1» araa« tha iaeraeat* twiually #e.dO# la 
laat in tha regular pay, Tka principle fro a Induatry would 
aaaat to ladleata that aora laoaRtiYe aidaa would be abtalnad 
by the Havy If a plan ware adopted of aeparatlng lha apaelal 
poa^ bly by dlatributlag aeatkly ataadard It.OO ekaeka. 
tha facts of this paragraph are ax^eeaed la ■otlwatlaa tecb> 
alquaa #24# and 27. 

Zubin* a axperlaaat wltii ahlldran in tha alaaarooB ahoda 
Bomrn aTldenoe on tha value ef revarda. A raward waa offered 
far apaad la alapla nental functlona. Tha actual prlae 
waa act aaatd but waa aada to aouad daelrabla. All but 
of tha childrea Inoraaaad la apoad. Thar# waa alight dlf* 
faronea batwaan ffradaa* but tharo waa a alii^t tresd far tha 
loeraaaa ta ba great m* In higher grades » and tha Tariatioa 
in speed between indlriduala waa coaBlatoaly aaallar undar 

2S/ 

inaaatiya ecnditdeas than ladar non- iao entire aonditians* 



7d/ Daria* od» eit ,* p« 827, 

22 / United States Mnvy* Bureau of MaYaX Personnel Kanual > 
Artlele DS312* •Quallflcationa for Extra Coapensatlon 
far Oaa of Area** p. 178, 

22/ Joaaph Zubin, SoaeJ^ fegts of IncentlTta, (Coluabla Uni- 
Teraity, Taaohiera Coil age Bui-eau of Publieatlont, Raw 
York, 1932), paaaia. 
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Poanln^ton preaonta tiarae 4 *iloh 1:^ a«y« vmt b« 

ua«d If a ravitra iystaia la U affeatively. In brlaf* 

22 / 

these ars: 

!• The reco£yiitlon should be a^reprlste to ths deed. 

£« The reiirsrd eust be desired by the asa — in iMstmie- 
tloasl situations a reward is prized only <Aen the 
isea*e desires for It relate to (a) getting ap^oval 
fro* their offioers and foUeir eoldieret (b) re- 
eognitioA and |U*eetige of the e^uad or the indiv- 
idual# (o) spare tine and ireoreation# (d) nerite 
and jsarke. 

5. The reward nwst be iapartially awarded. 

Teehnique #S4 ia the oheok-liet euggeeta the use ef re- 
wards. 

It is aaid that if a aan is to acoept respeaslbibity 
he will de so for one or sore reasons. He nay like %im pres- 
tige it givee* the feeling of aohievewKit* the inereaeed pay# 
the freedoa# or the increased privileges. The qeeatieas are: 
*dhatt,* and "How sueh*? will indues hin to asoept rei^onelr* 
bility. The hwssians have found it naosasary to oa^pensate 
plant aaaagere and exeeatives with epeeial privileges in addi- 
tion to ealarlssf such as epeeial hoeeee# furniahings# vnoatione 



79/ Pennii^ton# et. al.» op. ejt .# p, TO. 
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*t better clftSA hctdls* arwi ability to buy special 0Of>4c 

00/ 

>at apeoial ttoTM. Many opinions «n€ om«« qtilta <*oU 
tatabliaii It as a fact that finaaclal IncentlTea are not 
enough. 

Kotlyatlon met ba on 13m tMioCa of a noad or «n aotlve 

SiL/ 

wuit. A aanagar often feola hlxoalf tthen •"g i ipeaa a * lia 
kMowi what tha amn ii:ant« VhonaYsr the ifl^ortanoe of a 
problan aa tha boss aooa It is aoa^rad to the l^ortanoa 
aa tha «aployaa aeas it* tlia dlffax*«nea la larve» 1ts»*a 
•«aaibas ara aaaentlalljr pax^aal. Ha Mat be treated js 
tm ladlYlduel. One cannot asqpeat a sum to sacrifioa soaa 
poasaapion* fraadoa* or Yaltte« uaXeas ka aapeata in aaaa 
MLf to ka aoapaasatad. &ewa*da ara useful to Botiaata 



90/ V. J. VtMpla* *bhat is the Klght InoeatiYe for titper- 
Tlslont* InoantlYss fty Hanagfant and '»orUm^ ^4^ 
tloa iariaO| to. Idi* tA»«rlaan »s.aaga«a«t AflsoeiitiaBf 
l94o J * ^p»~"3“10* 



61/ R«aph M. Hogan and Pam L. Kail* •Making EffaeUYS Train- 
lag Plaaa*, Paraaon^ ^Iniatgatlon* (ocnreaber, 1943)* 

ToXo df R0# wjjpp#^ 

82/ Sea iD^ane J. Bsnga* Hoy to Make aOlorala Sxa»vty, (^t- 
lonal rareaan*a lastltute Ino,* :aver* Conn., H.Y. 

4 Chicago* 1941), p. 24. Alao sea A. kola tad* •iQsqployao 
Attlteda la a DapartMkt Store** Joorm^ of 
Psychology (October 1938)* tol. XXII, Mo. 5* pp. 4^0-479. 



93/ DaYis* OT>. clt .* pp. 503 f.* 538 f. * and 101 
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HMar* but tkey o*n take Bsjiy tor&m» ••If-preeerTatlOR* 

poifer, eectlronU, t&etea* ete., depeadlng on individual 
oeneerned. 

A very fine oaisself Icatlon of indue trial Inoentlvee by 
Dennieon Mamafaeturiag Oe,# ie yreeented la tabular fona 
by Alferd a^ Benga, Bone of the erinelplee pcraented there- 

52 / 

in i&re included here. 

1. ladivldeal applloation ef ineentlves tends to pre- 
duoe strong but non-cooperative netlvatlon. ©roup eppli- 
oatioA on the other hand yielta weaher hut cooperative 
•otivatien. 

S. A high rate of pay with a lev bonus rate collared 
vith the reverse ia in g«)eral lete etrong at a notiVAtlng 
device tovaard the ta£h but it faeilitates hiring. 

2. A fiaaneial bonus ineantive tenda to be ceseidered 
aa pai't of tha regular pay vhen it is eonatant* It ia then 
a rehhtivaly veek laecntive. On the o^sr hand* a fluetua- 
ting incentive ia disoeuraging to sons nea. 

A useful part of dieae three prlnoiplee ia included 
in the eheeh-llst* technique rtQ. 

Peeitivc notlvation ia nerale bnllding. negative native 
by the uee of fear* punishsoat* force* and threata la net 



aj/ Klggine* loo, cit .* Chapter III. 

65/ Alford R»l Bings, op. clt .* figure 56, p. 1££9. 
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aoral® buildia*. h pert of veor^t inatructlont* of 
Fr«deric^ th« Ar«at to hl« gen«x*til« ohcnrs •» «z*i»ple of 
negatlY® motlTutlons 



The «trlotest oare and th« aoat unrcKlttlng att«n- 
ti»n «tre required of ttiw eo»a«ndlnG offloer* In the foj>- 
atation of asr troops. Th« aoet exaet discipline is 
9 Ter to be aaint41nedt and the greatest regard paid 
to their wi^fare; they ought also to be better fed 
tlmn adnoat sjtar troope iji Xurope. 

4 

OiQ' reglswntt are eoapoeed of half our own people 
and half foreigners who enlist for the Money; the lat- 
ter only wait for a foverefele ojpportxinlty to cpilt a 
serTlee te idiie^n they have no particular attaobMaat. 

The prsYcntlon of •lesertlon therefore becoaeB an ob- 
Joot of ii^ortanct. 

ay country be aell peopled* It le dovi(bted 
if aany ston are to bo wet with of tlie hMln^t of wf 
soldiers: and suii^oslng ewen that there was no want 

of thos* could they be dlselpllned in an instantt 

It* therefore* becomes one of the «eet meeemtlal 
duties of gensrala who eeasand azoles or detaohaent s* 
to prememt desert! on. This is to be effected; 

1st. By mot oamplng too ns^ a woed or fm^est* unless 
sufficient reason requires it. 

2nd, By ealllng ths zoll frequently every day, 

Jrd. By oftsc sending out patrols ef hussars, to 
scour tlM country about th# 9mp, 

4th. By placing ahikssemrs in the eerw by night, end 
doubling the caBTalry pests at dusk to strsmgtiisa the 
chain. 



Gfl|/ Csskcron ««nd uois. Op, cit. , p. 40, 
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5th. By not allovlx^; the floldlapa to '•mnder ^bo^t» 

and taking care tiiat each troop be led reg>il^-rly 
to wat*r aril f©r«.s« by an officer. 

«th. Sy puaelshlng all aaraudlWB with •aTTlty, km It 
glee rl»e to CYTry apeclea of disorder and Irre- 
gtilurity. 

7th, 9y not drawing An the gti-rde* who are placed in 
the vlllagea on a *: rchlng day* xintll the troopa 
are ander ar*a, 

0th, By forbidding# under the atrlctaet InAiaictiona# 
th*-t any soltiior on a a.>roh quit hie i' nk or 
divia ion. 

3 th, By aYol&hg nij^t a*rch«o# unleaa obli^jed by 
nsceaalty. 

10th, By pushing fbrward patrolcs of hussarc to the 

right and left# tiiilet tlie infantry are paealng 
throUi^. a wood. 

11th. By plaolng officers at aoch end of a defile# to 
oblige the eol.Uera to fall into their proper 
placet. 

12 th, By concealing fro« the eol'^lor any retrograde 
aovcNaent whioh you aey be oblisefi to aake# or 
glYiiit. *cmm spacious# flattering protect for 
80 doing. 

loth. By payliw^ great attention to the regular leeue 
of nece 4 sary subsist a.ce# 4 U 4 I takiag c«re thmt 
tlw treope be fUmlehed with bread# flesh# b»er# 
brandy# etc, 

14tn. -jy se»rcliin^, tho cuaafc of the 8 y 11 , when deser- 
tion shall here cret«t into a reglwent er e^pany# 
enqulrln.: if the solii <r has reoelvwd nls bounty 
and ether eustomary indulgencies# and if there 
has been no sLiseonduct jxi the p rt of the captain. 
Bo relaxation ef dlselpline is however o« any 
account to be permitted. §7/ 



ft?/ rpledrich II der Oresse (Foater Tranalatien) » aillt>rjr 

Inatruotlons from t h e If-te Kitt' of Prussia to hie Jenerala # 
Crutwell# Sherborne# litev)# p. 1. Also queted in 
Pennington# et al.» oi>, olt, # p. 130, 
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All writer* on ■llltary leadership eophasise the need 
fer discipline to ^Ite doTsloped# in order that obedieece any 
be eatlffaetory# particularly ender the stress of bettle. 

The tens Miaoipllne* has changed thoe^ovit the years. JBech 
writer defines dlsolpline to suit hiaeelf. l^iseipline is 
ne«r Gonsidered to be desirab3.e» necessary* good» or bad* de-> 
pending on the interpretation of its meaning. There are 
six diotioaary pecAings ibr the word discipline: 

1. Obe. Teaehingi ins true tieci. 

2. that idiich is taught to pupils. 

3. Training udiidi eorreots* aftlde* 
strengt3iene* or x>et*fsctB. 

4. Punishacnt; ch'^atisenent. 

6. Control gained by enforeing 
obedienee or ordw* as in 
a school or arny; hence* orderly 
oofsluot; ae troop s noted for 
their discipline. 

6. Rule or system of rules affect- 
ing conduct or action. 88/ 

Military leaders are generally thinkins of definltlcas 
#3 and #4* and the last half of definition #6. Xten #4 is 
included by nost nilltary writers as an undselrsble for® of 
Rcgj^tiTc BO tl ration %diish should be Blniiaized. 



^ ¥ebeter*s hew IntemaUensl DigUonery (d A C Kerrisn Co* 
Springfield* Mass.* 1934)* 2nd Ed. » p. 743. 

09/ Sec such as Pennlni, ton* st, si. op. cit.* pp. 127—157* A 224. 



%u 



41M w^ljiifyp m ^rm$trtm JUA 

fM - <OiL« Ai ^ W A«iX%f AiA *nr1 

.•t$tm»i ^ m0%S9 Mir »ict«a* A A ltiM a 

.inuu^v ~4S «atf tnmi mdl 

a .liAtJil# fM Ml»4AMlk4* IAmHAA 

m4 *A «•« 

A’vlP Aii M f ■ l>a»^ 

9MlClC««llr fMw «di &!• 

.wmUm^mU .AM .1 

.Aflfit^ «( td dilM «X 

•«it fMl >tip ' f'MA JL 

.#»— IlfttM gfMMIIIr iH «> 

t£ XA^««pv .jA 

ai i« n« 

•AOflM ,;w»« !»• XooMt a 

Nufia •aiaaX M 

.«srlXi|l»%llt xia^ 

'^caTTa •A|a« tA a»A«va •£•4 •» 

.^^«MlanA4 fil»iaaigi a n a t aji ^aBfiCXa 

U 14 JM) «4 a«^a«ama t« tIM f«aC .J4 «c» 0| 

a«ia t< WlalMl 
W iLfaaMft 4iln AaUcaliaa «viXAa« 



•AP 



» A V) r«4all< 

^”7rr;^iir 



rnKirTTi:^ 



•at f'^w/adAt 



4 .taiH^X 



• j A . fm 



1X8 



writers on ladua trial •anagaaaat oftan attMipt to pr4To 
that dlselpllnt Is not naoaassrf, hsoausa amra taeoeratio 
•athoda# In m&nj axaaiplaa haw produoad hattar oorale » haw 
Inereasad ps>odaation« and ]wTe Inprawd affieianaar. Smm 
af thaaa aora daaKW ratio nathada ara tl« ayataiM of dlael<- 
pline by eona«it» labo r mi neMBagaat eonfaraneaSf aonaultlra 
super Tialon* participation by labor in tha nanagenont ft»- 
otio«» labor anions* oto. 

Gitizans in ganaral and tka pablie aahoala Wn to d»- 

plora ailitary diaciplina* baoauaa it la thair klaal that 

aa<^ parscn ba deraippod aa an indiridual* that freadan 

at eontraatad to diaeipline daralopa batter san. Quotations 

ara of tan produoad to ahor that tha AaMrioan nan ia tho 

bast fluting nan in tho world baoauae ha has nor a initia- 

tiva* siora underatandi ng» and ncra ability to naat aMh ait» 

nation auaoeasfttlly. All thia ia produoad to prow that tha 

traditionid nilitary diaeiplina ia unnaeaaaary. 

Induatrial nanagara uaually think of diaeiplina in 

tama of dafinlUon #4* tha puniahnsnta uanally taking tha 

' • 

fam of penaltlaa* flnaa* raprinanda* and diaehartas* yat* 

there ia uaually a atatanmt to the affeot that aiKsh die* 

oiplina la a last resort and not dtalrabla. Thara la talk 

90/ 

and aona praatioa of a ayatna of “diaeiplina by eonaant«“ 
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Critics of the hrmf and »avy gan«irally think of allltary 
dlaolpllnn in t«nw of dafinitlon* #4 and ths first half 
of U. 

Xilltary leadsrs usually sit* aosw esMipla to prora 
tht H««d ihr dlaeipli»»: OeiisrkI Wikttmun arota m follova 

eonoaipnlng Iho First Battla of Bull Runt 

Va had i^d organlnatlan* good mah» but no 
cohasloB (no ooanon bend In a situation of rush 
aad dis trass )» no ra«l dlselpllna# no raapaat 
for authority, no rsel knowledge of war. Both 
irara fairly dafaatadf and whl^aTor had atoad 
fast the other would haw run.* 21/ 

There are aany such quotations and exnseples awallable 

saattered fro« earliest history to the present day. Thar# 

ean be no doubt that allltary effieleney depmda In no 

saall part upon how well the officers and men get along 

togethsr la the aohleweeiont of their eoanon goal. Any de^ 

gree of i^la^ ^tiataent . tiierefora# is sure to lessen ths blue- 

82 / 

Jacket*! effectiveness as well as that of his shlpMtea. 

There saeas Xo be little real dlsegreeRsat between tba 
■llitary leader of today, the Industrial laadara, the educa- 
tors of ths nation, and the U. s. oltlzena ooncemlng what 



91/ Paanintiton, at al., op. clt .» p. 132. 
jjjJ/ Pennington, at. al., cp. alt >> P* 1B8* 
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•ta%« of disei^llae i« Aeairabla. Tixi only 41ffei'anc«« con- 
eern daflnltioNB and beliefs conoeraing allitpry djsolpllne. 
Following are a few eon<^lueie)Mi ahicb are acceptable to all 
peraone) with fev exeeptions* or which are werified by faots} 

!• &ood diaeipline is a proceas of edtication end 

93/ 

p\mlshB9i% it a last resort. 

2. A well disciplined outfit needs little psnishMRt. 

3. PunisbKSRt is the neffative aspect of discipline. 

4. Mass puaishjsaat should be avoided. 

6. United States citizens art liberty->loving sm 4 
not as onenable to strlot re^iKsntatloa as soee 
peoples. 

d, Standardized precedures aat netheds are deeirable 
to a gmtLt extent. 

7. l%L«*e are tinee idain quick decisions froa a 
eentral authority are neesssary and they wml bs 
obeyed to aehieve euocese, 

e. la that diaelpline of the body aeans phyeieel 
training and h^rdneas of the physlqwe or spirit » 
it is desirable. 



M/ r. A, Me^eun, ‘Prlnotples ef Dieolplining’', 

(iovenber, 1945), Vol. 22, Ao. 3, pp. 161-170. 

9A/ F. A. Masoun, *Prlnciplea of feis cipllnlng, " jPersonndl 
(i^venber, 1946), Vol. 22, Ho. 3, pp. 161— 170i^ 
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S. "^en cria^t are oosuaittod punishaent Is usuall/ 

i 

n«c«Raicr7. 

£5/ 

10. Th« »ot aust b« polished rather thaR the itan, 

11, The nature of tbs ptmliiiment auat be a lofflcel 
out- growth of the aet. 

IE* Puaishatnt } when des^rred, ehoudd be eure oj>d 
iaetediate. 

13. Eunlahaent aast be aJalnintered unesotlonolly* 

14* EuBlehaent aust be within ^e Halts alloveA by 
regnlations. 

After suTTeylng the TBrloKS psydhologlcal ex^erlaents 

eoneemii^ reward and p^mlshaent he arrived at the oonelus- 

iMM that a pmraon maj be affeotlTely aotivated away from 

pvmlahmmt which ic dftsllked* or he any be effectively ootl- 

vated toward reward which Is a desired ceal. foung found 

no eonclisilve evidence at to the relative# iKaedlate effea- 

tlvenees of the two* The dlfferenee between the two he 

pointed out li^s In the attitude of the Inllvldual person# 

his desire for the reward aad his dislike for the ptinlsh- 

££/ 

aent. 



95/ Pennlnaton# et el.# op* clt .» p, 72, 
9C/ Young# OP* olt .« p. 314 f. 
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Th* deoiralalo rtsulta ti'om the fsict th»t • 

attitude reejltiag fro* the pii^jtabsimt waually lasts ♦>nd be- 
ecNMS a aetlve deetruetlTe to ;>*ood morale. T3 j« (eeerrJ. psy- 
oholosy of the above conclusiona is Incluled In technique e 
#55-87. 

ihe Ar»y Air Forces Aviation Peycholo^y Progrea* after 
aaalyslng extaoslve data on Air Forces Of'leers and aen» 
ansouBced tte conelusion that "evUence sixpports the hypo- 
theale that t^e adequ-^te stlaeluj tbr fesr le an Intense and 
hl^iy aotlvatei situation to which the Individual has no 
adeqmte seaas of adjvwtnent.* PennlngteR said* c^noeming 
soldiers* "They retreat leheo t2^ feel they are vesksr then 
the eneoy. They attaefc vhan ttey «H‘c stronger or vben their 
leaders have cads them feel that tt»y are stronger." "In- 
aetlon and suspense tend to cause sen to get out of hand. The 
eolution to this is to give ties toeeUilng h> do th«t vill 
reoulre action and thought* or for the leader to do ec«ethl*ie 

J2S/ 

tket «i^t Inaplre a feeling of seoirlty and confidence.*^ 

The factors that were found to have reduced fear were: 



97/ Array Air Force# Avlatloa Psycholegy Prograa* _ 

.tesearoh on Fro *’^'*fy* Rediet rib at Ion* Tfc. 1 

'('Sovemaent Printlnc office* C^ashlngton 1^46, Prelia 
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Jr aft* p. 18G. 

gHi/ Pennington* et. al.» oj. cl_t .* p. ■*0® fp* 2^S#227* 

S51 * cixid S34. 
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1» Oonflclftnoft Mid soralo 

2 . Effeotive aotlYltj 

3. Social atiadlatlon (eetiag and talking «lth 
others* joking* et. ) 

4. Huaei* 

8* Self control 
8. Praying 

w 

7. Fooling Ineky 

Those prinoiples are ineluled in techniques # 30 and 



The story concerning the •Four Horseaen* of football 

100 / 

fa»e was told by Knute Hookne. The story concerned an 
laportant Rotre Dame gaae. It occurred during ttie year 
when publicity for the r»Foar Roreeaen* had reached a point 
»riaere Coach Hoskne was concerned about the influence it had 
upon the teaa itself, tdien the gaae started* he put in the 
line-up the “Horstaeo* with the secoM string line. They 



92/ For an analysle of fear in coabat aaet Leasing ▲, Kahn* 
•A Oisoussden of 5oas Causts of Operational Fatigue in 
the Amy Air Forees** Psycholocioal g^letin (January* 
1947), Vol, 44, Mo, 1, pp. 34-lS. 

100/ Kenneth A, Meade* The Short4i?:c of flclentjfie and Tech» 
n ical Personnel » Industry is i^inf About It. 

(rreeented at ^s ^yaposlua on the i^hortage of Gcl^ntlflc 
Personnel* JUterie&n Association of ths Adraneeaent of 
Science* Boston* Mass,* Dsoaaber £8* 1946)* p. IS, 
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w«r® pl*ylng a v®ry strong tsaa. hJt the gsoae progreeeed* 
Notre Dmm wee gradually being driwan backward toward the 
wrons goal line. Juat aa the oppoalng teaa waa about to 
eeoret he put in the firet line. Tliey stopped the adwanee 
and Notre Daoe went on to win the gaae. 

Speaking to the teaa after the gaae» Rockne aaid* *Mow 
fOH *rour Horeeaen* hawe eeen and read a lot about yota* per- 
feraaaoes eo aueh ao X got to fear it wae going to your 
heads. You saw idiat happmed in the gaae today. The reeb» 
son I did What I did was to iapreas on you the faot that 
the *Four Horsenen* eould not aeco«plls|i aueh without ths 
Sswen Mules in front of them.* 
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(JHAPZm YIJ 
A CASS HiaT?»lY 



A CAS9 history is pr««ented h«r# to ijlve an example 
of the Tslue irfiloh one «lt^t e^^ot to get from the check- 
list. It does not conetltete proof of t Talus nor ooa- 
stitttte statlatieiaiy slgnlfloant sTidenoe. It la only one 
exaLfl^le» but a true one that eocurred in the experience of 
a captain in the U. 3. MaTy iinben ceasiaRding a destroyer. 

The blue Jacket • Mhoa I will call Boats « bad serTed 
twenty years in the SaTy» and aleost all of that ties he 
had been in trouble due to eloholie exoessee. lie vae a 
preblee. He was neither a leader not a good seaaan. He 
had been adTanoed ssTeral dLeee to the rate of second date 
petty offioer« and once dtaring his careert he had been ad- 
Taneed higher bo first class petty officer. AlsKJst as eeny 
tines he had bewi deaoted* for at the ties of this story 
he was a third class petty officer. Host of hie old friends 
and conteioporariee had long since becose chief petty officers 
and warrant officen. Theui^ Boats habituelly staggered 
baek fro« liberty coapletely inebriated# the eonaanding 
officer detected potential Tslue in the «an and atteapted 
to wake the aoet of hie drunken sailor. 
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TtM o<MRiAadlf)C offio«r dK*dke4 following PfUCTICAL 
CKKCK»LlgT or KOTIVATIOS fCCIjlilClgEg M h« would hare chocked 
it at- the tlae he firet tmk epeet»l intereit in Bahts. Along- 
side the suggested atotlratloa tochaiquest he placed notsf- 
tiona giving iKToraatioA ae to i^at was actually tried* opin- 
iena ae to idiy a teehnlqae was not suited to Boats* or the 
reseltd aettially obtained. " ^ 

It should be noted hdhe* that »die» the cosBaanding Of- 
ficii* finally left the ship* Beats had achieved ths rating 
ef first class petty of fleer. iTe was doing an excellent Job 
of leading aboat eighteen am$ he was taking better eare of 
hie nen Ihitii of hiastlf* and *he had not been drhnk fbr one 



year. 
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A PRACTICAL CHECK-LIST OF MOTIV.ATION TECHITIQUES 
FOR USE BY TEE UNITED STAIES WAVY 

Object; To aid officers in maintaining personnel in the highest state 

of efficiency, usefulness, enthusiasm for the service, and 

readiness for emergencies-. 

This is an atten^pt to condense and organize a very broad field 
into a check-list of practical use. Being a collection of generally 
approved, used, and accepted techniques or principles of motivation, 
this list is expected to aid officers in recalling useful items rather 
than to present something new« It might be used by an officer when one 
or more men are slack or negligent in their duties. He might use it 
about once every six months, when he has a free half hour, to review 
quickly his personnel program. He might ask a petty officer who has 
just mishandled a leadership problem to use the check-list, or the 
check-list might be used as ene assignment in a Havy leadership school. 

The scope of motivation in the Navy has been limited two 
ways in this check-list, namely: 

Am The broad problem of obtaining maximum efficiency from per- 
sonnel can be divided into five classifications. This check- 
list has been arranged to d^al primarily with the last or fifth 
classification and the others only when they are interrelated 
or bear on it, 

1, Planning work to avoid waste time, energy, and material, 

2, Organizing men into an effective team, 

3* Controlling men by requiring specific behavior, 

4, Training men, or obtaining trained and able men, 

5, Motivating; individuals to exert most effective efforts. 
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B, This list has Been limited to the consideration of personnel 
as individuals* It fits best the case of an officer who is 
evaluating the personnel situation within his unit by considera- 
tion of each man individually, but this list, with a few modi- 
fications, would be helpful to an officer considering a large 
group as a whole, even the entire Navy, In the last event, 
it is necessary to determine accurately what the average man, 
or the majority thinks, believes, and desires. In the interest 
of sin^jlicity this list is pointed toward the individual approa-/ 
Section I of the check-list is a series of questions which are 
not designed to yield a score nor to indicate whether conditions are 
relatively good or bad* Instead, they are intended to point out 
leadership areas where there might be room for iinprovement. Section 
II is a list of techniques suggested for improvements that might be 
indicated by Section I and pointed out by the reference numbers. 

In order to aim this check-list specifically at an individual, 
indicate here in vrriting his name or the name of his job, 

Boats 

Name or Job 



SECTION I 

Answer all of the following questions. Check either (Yes), 
(?), or (No). You may rightly feel that you have insufficient in- 
formation to support a positive answer. In that case, check the .67), 
The information may be obtained by observing the man's actions, by 

( 2 ) 
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inteirviewing him, hy questioning others who know him, or hy asking 
him to fill out and answer a questionaire. The questions are 
arranged roughly in that order. The questions, in general, easiest 
to answer, or those a leader should knov/ through observation of 
the man, are first. Those which might require interviews are 
second. The last questions are most difficult to answer, and for 
them, a questionaire might sometimes he advisable. 



Questions to Locate Areas Answer 

for Possible Improvement (Yes) (?) (Uo) 

Has he some outstanding skill or knowledge? (Yes) (7 ) (Ho) 

Is his name widelykuown aboard ship and (Y^)(?)(Ho) 
in other ships or stations? 



Reference to 
Techniques 

3 . 4 , 9 , 11 , 14 , 
15 , 36 , 39,40 
1 , 3 , 4 , 5 , 9 , 
36,48 



Does he have several good friends among (Y^)(?)(Ho) 
the crew? 



Can he v/rite home with pride about his job (Yes)(?)(Ho) 
in the ilavy? 

Does he feel that routines such as maintenet(Yes) (?) (Ho) 
ance check-off lists are helpful? 



Does he feel capable of accon^jlishing the 
job? 

Is he eager to learn his job or to pvirsue 
his studies? 

Is he effectively busy? 

Do his officers know his problems and 
give help or consideration when possible? 

Has he made any special requests lately? 

Does he generally accept suggestions in 
a spirit of willing cooperation? 



(Yes) 


(“o 


(Ho) 


(Yes) 


(?) 


(Ho) 








(Yes) 


(?) 


(No) 


(Yes) 


(?) 


(H^) 


(Yes) 


(?) 


(iTo) 


(Y^) 


(?) 


(Ho) 



5 , 9 , 12,35 



10 , 19 , 20 , 21 , 

24 , 36 , 42,48 

16 . 37 . 43 . 26 , 
26 

14 . 18 . 36 . 39 , 
40 , 41 , 42 , 43 , 

49.50 

14 , 15 , 16 , 17 , 

41 , 42 , 44,46 

16 , 17 , 18 , 28 , 

30 , 49 , 52,38 

22 . 23 . 26 . 27 , 

30 . 29 . 34 . 39 , 

50.51 

23 , 24 , 25,30 

18 , 31 , 45 , 47 ,. 

52 , 55 , 56 , 57 , 

58 



( 3 ) 
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Soes he follow the group and conform 
to custom or the majority? 



Does he take opportunities to throw 
his weight around, to dominate others? 

Does he accept responsibility? 






(Yes) 


(?) 


(No) 


12, 


,31, 


,33, 


35 








45, 


,47, 


,52, 


56 








57, 


.32 






(Yes) 


(?) 


(N^^ 


41, 


,42. 


46, 


47 








54 






















(Yes) 


(?) 


(No) 


23, 


,44, 


,46, 


47; 








50, 


,52 







Does he speak of the ship’s crew and 
teams as ’'We”? 

Does he feel the job is good enough for 
him? 

Is he vrorking well in order that he v/ill 
be transferred to other duty? 

Does he feel his work is appreciated? 



(Yes)(?)(No) 

(Yes)(?)(No) 

(Yes)(?)(No) 



(Yes)(?)(No) 



Do his family and friends know his llavy (Yes) (?) (Ho) 
reputation, if it is good? 

Is he proud to be identified as a member (Yes) (?) (No) 
of the Navy? 






Does he know exactly what constitutes 
satisfactory performance in this job? 

Is he proud to be kno'5'/n as one of the crew 
of this ship? 



(Yes)(?)(No) 

y 

(Yes)(?)(No) 



Does he feel that he is progressing tov/axd (Yes)(?)(No) 
some future goal or aim in life? 



Does he feel his time is well spent and (Yes)(?)(No) 
not wasted? 



Does he consider his job of value to the 
Navy? 

Do his d^endents, if any, have satisfac- 
tory living conditions? 

Is he reasonably well— satisfied with his 
income? 



(Yes) (?) (No) 

y 

(Yes)(?)(No) 

l/ 

(Yes) (7) (No) 



4,5,6, 7.8, 
12,15 

11.13.14.19, 
31,33,36,37, 
58 

17,24,25,50, 

52,56,57 

1.4.6.10.20, 

21.39.48 

1,2,3,5,6,20; 

29 

1,2,6.7,8,16, 

27.48 

1 , 2 $,? 7,39 



1,5,6,7,8,13, 

15,27,29,48 

15,36,37,38, 

41,42,43 

10,16,17,21, 

24,36,38,41, 

43 

17,21,24,36, 

43 



22,23,24,27, 

48 

22,23,24,27, 

43,48 
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Is his feeling of personal in5>ortance 
in the organization ahont correct? 

Does he believe that any existing tm- 
desirable conditions are reasonably 
necessary? 

Does he believe that his requests are 
considered? 



y 

(Yes)(?)(No) 

y 

(Yes) (?) (Ho) 



y 

(Yes)(?)(Ho) 



Does he notice that in some ways the ship (Yes) (?) (No) 
seems to T^e run left-handed or awkwardly? 

y 

Does he know and comply with ship’s (Yes) (?) (Ho) 

orders? 

y 



Does he believe his leaders are doing all(Yes) (?) (Ho) 

they honestly can to help him as an ind- 

idivual? 



58,4,11,13, 

14,21 

25,34,43 



22,23,27, 

34,48 

44,46,54 



34,40,43,52, 

53 

27,34,39,43, 

28 



Does he think his leaders ’’know the 
score", or understand what really goes 
on and what should be done? 

Does he believe that the better breaks 
go to those who perform best? 

Does he believe that in each case the 
man promoted is the best man? 

Does he feel free to do as he pleases, 
within reasonable limits? 

Would he do as well if the threat of 
Naval discipline were removed? 



l/ 

(Yes) (?) (Ho) 



(Yes)(?)(Ho) 



y 

(Yes) (7) (Ho) 



23,26,30,32, 

39,49,50,51, 

53,58,39 

23,32,37,39, 

54 

32,37,39,54 



\y 

(Yes)(?)(Ho) 33,35,45,50, 
51,53 

y 

(Yes) (7) (Ho) 28,50,56,57 
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SECTION II 



SUGGESTED TECHNIQUES OE MOTiyAJIOE 
The foregoing section, was a list of questions designed to 
indicate sources of trouble or areas of possible icprovement. 

If your answer to any of those questions was (Ho), it is sxiggested 
that you refer to those techniques indicated by numbers immediately 
following the (Ho), To do this, first check each technique below 
to which reference was made. You may happen to place several checks 
in front of some techniques. Examine all suggestions so pointed 
out. Those techniques checked several times tend to be more im- 
portant than those checked only once. Select and try those which 
are applicable, not already in use, and which fall under your 
jurisdiction or authority. 



Item Check 
Ho, Here 



Suggested Techniques 
of Motivation 



1 , 



/ 



2 . 



3 . 



4 , 



Promote good press relations. Help to obtain a good 
reputation for the man, the ship, and the uniform 
by svipplying news items to local papers, home 
town newspapers, the negro press. Our ITavy . All 
Hands , and sometimes the Army and Navy Journal . 

Cooperate with local, social clubs, and organiz- 
ations, Help him to meet civilians, to make friends. 
Arrange ball games between the ship's team and 
local clubs. 

Develop a good nickname for him, one which vfill 
enhance his reputation. It will spread, A marine 
of no particular reputation was given the name, 
"Firepower Morgan", He soon had the fsime of being 
a real fighting man, which he was, and he inprovedc 

Arrange a mutual admiration society. It will 
often happen that by their mutual compliments they 
will convince other people of their own excellence, 
and they may even convince themselves* This works 
especially well when both persons hold about equal 
rates, 

( 6 ) 
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5 . 



6 , 



/ 



7 »- 



8 . 



9 . 



10 . 



// 



11 . 



Give a ship's party of the type the men wemt. It 
should he more than recreation for the men. It 
should help each one to make friends. It should give 
recognition to outstanding dancers, musicians, etc. 

It should help to satisfy friends and wives, potent 
factors. 

Give dignity and a personal touch. When you have ar- 
ranged parties, Christmas celebrations, or commenda- 
tions, it will sometimes pay to mail invitations to 
the homes of those who should he invited, ^'Hien a man 
merits commendation a letter to his family, from his 
officer, will score a hit. 

Use an insignia for the ship or unit. Make it good, 
full of meaning, and sin5>le enough to stencil, if 
possible. Use it on party programs, baseball shirts, 
or a battle flag, A good slogan may be used the same 
way. 

See that there are souvenirs of the unit available. 
These iiiay be pictures, insignia, emblems, stickers, 
junk jewelry, or ship's pamphlets, Uecalcomanias , 
i,e«, transfers, are quite cheap and very popular, 
as are book matches. 

Each man, if at all possible, should be known as 
unique in some desirable way. He should be famous 
for something, whether it be A? best poker player, 
best acey-ducey player, best vision, strongest, best 
electrician, or best gunner. At least his officers 
should know his name. 

Give him some blatently obvious coEplinent, honest 
of course, but obvious enovigh to be almost funny. 

An exaiple is a fake newspaper headline saying the 
ship is saved because Homer Brown is back from leaves 
He laxighs, but likes it. 

Ask his opinion on some iiportant problem in the fielc. 
of his specialty. Usually it will flatter him, start 
his thoughts, and secure increased cooperation from 
him, however, do not do this so oftun it indicates 
your ignorance or inability to make a decision. Seek 
to extend the areas in which he can make decisions. 
Taking orders is drudgery, but participation in 
planning and solving problems gives meaning to life and 
is a good method of developing men. 
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12, Teach bin the ways of men and how to get along with 
them. One good suggestion given tactfully might make 
him one of the boys instead of an outcast. This is 
difficult as it enters the fields of psychiatry and 
psychology, but sometimes it will be possible to 
effectively ppint out a major personality v/eakness. 

His family history might throw light on the problem, 

13, Respect his rate or status in the Navy, There is 
more to be gained from promoting his pride than from 
breaking it. If he thinks he is good, let him show 
it. Give auple apportunity. Many bluejackets 
dislike going back to school because they are usually 
treated as recruits, 

14, Get the right man in the right job. Select for your 
organization only those men who are interested in the 
work to be done, and, if that does not solve the 
problem, place each man in the job which most interests 
him. The ideal situation is usTially inpossible, but 
the closer it is approached, the more performance will 
inprove. Consider his abilities in the same way. He 
will be inefficient if the job is too difficult. He 
will be inefficient if the job is too easy and no 
challenge. 



15, Allov/ him to branch out eind specialize along a line 

/ , interests him. If he shows interest in any 

or activity, give him all the support possible 
hin form a teajn or get the activity moving. 

He will be rightfully proud of accomplishment and the 
ship should benefit. 






16, 
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17. 



/ 



Developo his interest in the subject or the job. 

Give an inspiring talk. Appeal to his imagination 
bv visualizations, magnification, inflation, stimu- 
l^ing case problems, questions, charts, pictures, 
and cartoons, Suprise and shock him to gain atten- 
tion and interest. If there is a job that fit^ the 
man, first interest him in the job, then let him have 
that job. See that his leaders are enthusiastic. 
Interest is contagious. Make your own interest in- 
fectious. 

Persuade him to the task. Use halesmanship to ex- 
plain away his objeetions, to shov' facts, to give 
e^anples, and to show the advantages, the disadvantages. 
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18 . 



/ 



19 . 



/ 



20 . 
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23 . 

He 






the easy way, and the hard way. Give a pep talk;. 
Acting ability is extrenely valuable. Appeal to his 
sense of duty, fairness, or moral codes It will 
sometimes move him to greater action, but in general, 
this motivation is not strong enough to move him 
if he believes that by so doing he stands to lose in 
some wayc> Such a sacrifice would appeal to him only 
if he were assured of regaining the loss^ and pos- 
sibly moroe 

Get the majority of the crew moving on the desired 
project;. It will probably gather momentum and attract 
him, Ee will probably join the stanpede. 

Give every job in the ship a sin5>le title which can 
be used with pride in a letter home. Every mother’s 
son should be in charge of something. Ideally the 
job should be a pleeasure and a reward in itself. 

Publish his results in a coE?)etition or task at which 
he excelled. Cocpetition is usually valxiable because 
it is a chance to prove ones worth. Individual com- 
petition is superior to group competition, and a syst« 
of competition in which he attempts to beat a stand- 
ard or past record is better than a system in which 
one man wins and the rest lose, better that is for 
motivating the individual man. 

Give congratuations, praise, recognition, credit, an., 
commendations whenever poss.ible. This has been 
proved to be more effective in general than noting 
only poor performance, reprimanding, blaming, and 
criticising. However, when praising is done excess- 
ively, it tends to lose effectiveness. Give more pr.'.i 
than is due, but only when it is due. Reprimanding 
s, however, a useful art. One useful statement in 
semi— r<^roof is, "I want to commend you. Just give 
me a chance,’* 

Show interest in the v/elfare of each man,, Try to 
give him what, ho feels is needed if it is compatible 
T.ith the needs of the se:.”v J.ce. See that he vinder- 
stands the needs or objeotires of the Navy. 

j'ind out what he really \vanoE, Many officers make m-i-- 
taices here. Often he canji.ot express his inner wants 
ci' does not know them. Thi'.igs like -appreciation, rec* 
ognition, social acceptaiice, fairness, and religion 
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23f are soaetines hard to ask for, Soae sailors do not 

like to inquire about pronotion or even ask for 
leave, hut expect their officers to offer these when 
deservedt. LaSiness is a sygtpton of insufficient 
notiviation. Find the trouble and rectify it® 
Elininate conflicts and develop useful notiveSc It 
is good to schedule interviews each quarter in order 
to get every nan. At that tine, nany routine things 
could also be checked off, such as fitness reports, 
beneficiaries, service records, qualifications, etc. 




Rewards and prizes can be used to increase effective 
effort® Knowing what ho wants will help you select 
prizes in the ’boin of the realn',' or things he wants. 

If he especially needs noney, help hin qualify for 
special pay, Hiowever, extra liberty night nean nore 
to him, A good exanple was a brass ash tray nade 
personally by the connanding officer with his sig- 
nature etched on it. The nen wanted that prize, 

Sonet ines promise hin what ho desires as a reward, 
b ut keep your word . Never promise anything you cannot 
faithfully deliver. 



25, Do hin a favor, but to obligate hin will often show 

/ adverse results. Most nen do not like to feel obli- 

gated to anyone. He night be very happy to do you 
a favor® It is better this way, as long as the 
favor does not obligate you as an officer. An oc- 
casional sacrifice, for the good of the ship or the 
service, usually helps to stimlate norale, A nan 
usually feels a little bit noble about doing such a 
thing as volunteering to take the duty dvirir^ a ship’s 
pr-rby. 



26, 









Make inspections caref'ully, locate icportant troubles 
the ship’s standards, and ii^prove morale# Give 
praise where it is due© Criticize dnst when it is a 
vaeh eld, not when it is a thirty minutes accumila- 
tioUr Dc not v;aste tWo days preparing for Saturday’s 
inspc^cuion.> Make then knov; they are there for a 
p\.rpose.. One exanple is the captain who would ask 
men where they had purchased the unifoms# He would 
corpliment the good purcha.ses, hut he hunted for those 
;:ho had heen cheated in order to go after the tailors, 
He thus took an interest -in hlc ueUw 
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27, 

/ 


Help hin in satisfying his needs hy such means as 
obtaining financial credit in emergencies, arranging 
legal matters,, writing requests for shore duty, and 
obtaining service benefits'. 


28. 

// 


Help hin to have ways and means for recreation. Health 
is an icportant factor in his efficiency, but don’t 
force physical health on hin at the expense of mental 
health, or morale. The health giving benefits of the 
athletic facilities at Pearl Harbor were nulified 
to a great extent when ships were directed to send 
qucrtBii® for recreation. Recreating by the numbers 
is not fun. 


29, 

7 


Give personal attention, if only in the form of £in 
interested attitude, to marriages, sickness in the 
family, new babies, and birthdays. It night be wise 
to send annovmcenents of marriages or births in which 
ehief petty officers are concerned to the Army and 
Navy Journal, It would be well to have the cook 
maintain an tq) to date file of the birth dates of all 
crew members in order to be ready with cakes. Don’t 
show favoritism by giving cakes for some birthdays 
but not all, ° 


30. 

/// 


If his attitude is less than desirable because of a 
fear of the job, or battle, or responsibility, that 
fear can be lessened by further explanation of the 
facts, iBsplanation of the ehemy',, explanation of the 
plan and policy, and by providing some helpful 
device as a gun, or a helmet. Some factors reducing 
fear are confidence, morale, effective activity, 
social stimulation, humor, self-control, praying, and 
feeling lucky. 




Resist his system and his demands by agreement v/ith 
his arguments but not his assturptions. Attacking 
his logic attacks him personally. Sometimes it is 
possible to accept his ideas but to add something to 
nullify then. 


32. ^ 


Determine who are the natural leaders, those whom the 
man follow in their informal social groups. If 
possible, these are the ones who should develop-: 
into the official leaders, T’ljs does not mean the 
loud show-how boys who usually loc.d the first day or 
two. 
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33* 01 Y 9 hln an opportunity to try leading officially* 

/ him sign a few more papers* Leading petty officers 
i«\ ®®® also their own signatures on such as the 

cois5^^ damage control hills* 

34- K\e3®^ Hecognize his Ooiiplaints* Grievances should have some 

outlet* They are real to him, and you mi^t as well 
accept them as a problem* Set tp a procedure for 
locating and resolving his grievances* Come to an 
understanding* At least let him talk it out* An 
officer only fools himself when he says his door is 
open to all grievances* Only a few walk in* Griev- 
ances should be settled as quickly as possible and 
as near the source as possible* Ideally, the man's 
immediate si;peripr should be able to settle the thing* 
The aim is to settle it to everyone's satisfaction^ 
and that cannot be if the grievance is blocked by 
some officer* The nan with a grievance should be able 
to wait xintil a session when all grievances are in- 
vited, or he should be able to put it on a sicple 
request blemk and take it to a request mast* After 
satisfying the Individual it is desirable to recwve 
the cause of similar coirplaints throughout the ship* 
Interviews with men bein; discharged are helpful* 



35 * 



/ 



Arrange to give him an independent Job for a change* 
In fact, it has been shown that almost any change, 
such as ventilation of lighting, will increase pro- 
duction if it is made in an honest effort to consider 
the needs of the individual* 



id 






Assign him some task of special Importance at which 
he can succeed, wr when staining him on a new type 
talk, make it first an easy task at which he can 
succeed* Definite success increases interest, pride, 
and confidence* Pit a ta^ to the man* 



37 , 

te 5.^ to 



Set definite standards of performance* An accurate 
goal, usually in itself inproves performance. It 
permits a sort of quality control* It enables a more 
acctirate measurement of performance as a basis of 
proficiency marks, or a competition* There shoiild 
be undorsteindable specifications telling when the tank 
is completed, what is satisfactory performance, what 
is perfect performance, and what is the best record 
ever made. It must be a goal he can reasoxxably ex- 
pect to be able to e#)^in. Learning is much acceler- 
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ated when there is a recognized, immediate goal« 
Pilots learn safety precautions faster after a recent 
crash. 


/// 

39. 


Set a progressive or moving goal, one thqt lets bin 
know hour "by hour, day "by day, sind year by year whether 
or not he is doizig satisfactorily and in^roving* It 
nay be his schedule for self "educat ion, or for ad- 
vancement in rating, or a graph of work done vs, the 
date to measure his progress. 

Know your men, their achievements, interests, and 
abilities. Sometimes items of family history will be 
iiaportant. Keep a notebook and records of your men. 

Jot down observations, good and bad, as they occur, 
Becords will back up such things as proficiency marks, 
promotions, rewards, and privilddges. Tour records 
will help to gain you a reputation for fairness. They 
will help to prevent wasting a nan’s tine by giving 
the same lectxire several times. If you should desire 
that your Juniors keep theihotebooks, it would be well 
to supply them with notebooks printed to facilitate 
the records. 


40. 


(Jive him sufficient authority to carry out his orders. 
This may seem like an vumecessary caution, yet it 
constitutes one of the greatest coc^laints offered 
by men who are s-upposed to get a Job done. 


41. „ 


Help him by giving guidance, -^ch ai' the now poptilar 
career planning. Help him get savings started if he 
so desires, G-ive him any help that he night reason- 
ably desire in porfoxrting the tasks you hseign. Advise 
bin how to get information, A word to the radar 
operator at the right time will sicplify his problem. 


42. //, 


Help him to a:hieve success by developing his abilities 
and skills. Give general and specific training and 
education to increase both interests zmd abilities. 
Tests of interests, achievement, and knowledge, 
given apart from any fornial course of study can, in 
themselves, increase interest. 


43. ! 


Give orientation in the local situation, indoctrination, 
in customs, niles, regulations, routine*, policies, and 
objectives. Help him to see bow the Havy’s needs 
relate to his own needs, wants, and values. A ship’s 
handbook is extremely valuable. It is usually more 
interesting than the ship's orders, better understood 
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laore vfidely distributed, and much appreciated as a 
souvenier. He should have a sic^ile organization 
chart to show where he fits in. He should have another 
chart to show his avenues of promotion, with qualif- 
ication references indicated* 

444 Teach a problem solving attitude, because a strict, 

/ bookkeeper mind will not see an exception to the 

rule when it is necessary. Teach a ''can do" atti- 
tude, It is possible to develops a crew to the 
point that they are confident and eager to accept 
each challenge to show again they "can do anything? 

45, Hold an informal conference to plan the project if 

// practicable. If the participants can hold a cor:plete 

discussion seeing all sides and find a mutxial decis- 
ion they will have a better understanding and a better 
•pitlt 6f cooperation! Participation gives a nan 
more satisfaction than following orders. As one 
opportunity, it is now required that the ship's welfare 
f\md be spent through such discussion groups, composed 
of both officers and nen, and subject to the comnanding 
officers approval. Conferences are excellent for 
training and indoctrinating. 



46. 



// 



Help him by supplying a method to do the jobj. This 
nay be conventional education and training, or it may 
be more specific methods. Supply a better filing 
system, a f index, or notebookl Teach him to carry a 
notebook and to jot down ideas as they occur, tn 
order that they nay be saved and used. Supply a 
trick to aid the memory, such as a rhyming scheme, 
Give him a better machine or equipment. 



47* 



// 















Habits eind customs cause behavior to follow a pattern. 
You can turn them to yotir advantage or kill then. 

Add new ones or change the old. Training should aim 
to build up good habits. Steering becomes a habit 



^°^Q^-the helmsman occasionally uses left rudder instead of 
night be a lack of tinderstanding, or it nig’ 
,\>ibbe a bad habit, e,g, misreading the coepass. The 
tih® customs that guide him are his own, not ones you 



4oes swearing or handling battle telephones. If 

® 

oC«» 









►^0 



oti 



o^ 



dr 



try to iiapress on him. He must be convinced. 
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48, 



/// 



Give credit and recognition especially for new 
ideas. They are of value to the Navy and they give 



yghin a strong sense of achievement. Whether you get 



the ideas through a suggestion box or a casual con- 



®-^‘^^(j^versation, appreciate them. Help him prepare them. 



® 0 ^ 






m.e' 



die-* 






submit them to the Navy, paptent them, publish them, 
^YjjProfit from them, or put them into use. See that 
W ehlisted man gets all possible credit, Stigges- 

tion^ like grievances, must have an outlet, 

49, He needs activity. He tends more to be happy and 

/ satisfied when busy. The activity is of greater 

value both to production and morale when it is useful 
activity, when he participates in the planning, when 
he understands, etc^ This suggests closer attention 
to recreational facilities and education. 



50, Help him by making decisions which he can count on, 

/// He may dislike delaying his plans because of his offi- 

THe cer* s inability to decide. Ho needs a sense of 

^ go®® security in handling his personnel affairs. 



51, . . Keep him informed as much as possible. The morning 

/// orders provide a good method as do bulletin boards, 

ship's papers, and morning quarters. Tell him, if 
at all possible, that the ship will be in New York 
City for the Tourth of July, His wife's parents may 
live there. Facts are the best means of combating 
rumors. Never repeat a rumor. 



52L, .. Require specific behavior by setting vqj rules, regu-’ 

// lations, standard procedures, routine reports, res- 

ponsibility, and an organization for checking, in- 
specting, and enforcing. This method is advisable 
to a limited extent. It includes no effort to get 
the maximum, willing effort from each bluejacket. 



53, . Check your orders to remove any unnecessary, ex- 

f cessivoly strict or harsh provisions. Orders are 

worthless when they are not practicable, but make 
certain that the orders, both written and oral, are 
readable, ■understandable, eind reasonable. In general, 
control by too many orders does not elicit the will- 
ing cooperation and high morale of more flexible 
methods. 
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54, Organize hie job well in order that he may vrork with- 

• out wasting tine waiting for others, and so that he 

nay fit into tho team effectively. A time and 
motion study might improve a gun creW"or an engine 
room force, A process chart showing the actions of 
each man during each evolution or situation would 
help a crew to operate with a minimum number of men, 

A job analysis might show that he is overloaded with 
work, that he is responsible for more than his share, 
A flow of work analysis and organization analysis 
could show procedure bottle necks, 

55, A nuisance might be supplied which would so annoy 
him when performance is not up to standard that he 
would come around and get in line. It might consist 
of excessive questioning, fewer priviledges, or 
dirty jobs. This works, but is detrimental to morale. 
There are better ways. 



56. 



Ue 



/ 



•peeh 



^ A 



57. 



/ 



Usd masts, coiirt g martial s, convictions, ;ari(iptuaish'^'- 
ment&- to enforce obedience and con 5 >liance only when 
necessary. Warnings and threats of discipline are 
•undesirable in general. Threats are resented* 

Physical force nay work sometimes to keep a nan in 
line, but in general it is illegal, out of date, and 
unsuited to use in the present United States Navy, 



58, Use these techniques with an eye to the objective. 

For example, a petty officer may have excessive pride 
in his own personality or skill and he may only 
blame others for inefficiencies in his department 
or gang. In that case the motivation technique may be 
aimed at development of team spirit and pride in 
leadership. Rewards and recognitions may be given fo 
overall results of the unit. Orientation can be 
planned to develop a better perspective. The famous 
”Four Horsemen" of football were given a new perspec- 
tive in one inportant game. They were on the losing 
end until the first string line was put in. 
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The Officer f vhe eupplied the story* a*ds tM follovlag 
soMsnt. *I tltLnk this Is an excellent plsn* for it 
ed other prooeduree we should have tried on this fellow.* 

Of oourse one f«Toreble opinion* o-r one eueceesfol 
case* however exaggerated it nay be* oan not prove tl^i 
worth of ttie check-list, Howevei'* the following rr-sulto con 
he elaiaod for *^40 one exaeple: 

1. The leadership eethoda which hod actually beffi 
weed with eucceae were ineluded enong the elM»eke4 
BOtlTation teclmiquee. 

S. Other Botivetien teclmiquee were sufgeeted to the 
oheeker which seeaed to hold pr<Miiee» and wbieh 
Mi^t have iBproTed the nan*e BetiTatleii eTsai aore» 
er which eight have been alternative eelutloni. 

3. In gmeral* thoea aqoeetione vhieh %rexHi i^<^d 
the greater ntetber of tieee were Um onee aotusilly 

4 

used and found auooeeaful. 
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COHa/^iAXOM 

This tliaelB presents a new inetzmaent for pereormel 
aoainistratore* particularly for effieere in the United 
•tatea Havy. Tins title of this ixMtxmaent is A Practical 

^ y.i>yiy.aU9.fi Iicfasika.y«.f. J£^ IliLt W 

states XaTy , It is a different approach to one phase of 

the eld problesi of leadership; m Sfpproaoli to iaprove »oti> 
Yatlon> the attitxidee» intereste* willingnessf nnd m tKus- 
iaee of individuals to ooopmratef >rorl:» and fight for the 
seed of the ship* the Mavy* the Ikitlon* and theaselvee. 

The techniques of aotivetion have heen eeloctsd free 
sMBiy aouroes. They au*e not nev* Sat 'ttie orgnniaation# 
arranseaentf and presentation of theee teehniquee are new. 
ttMVe are three aain features to the arrangement of the 
eheok-liste Piret* Section X of the oheok-llet oentainm 
a liet of queatLone to be mewered by the leader. The 
doestloas are de*lgnad to cause the of fleer te ev^uate 
amre ebjeetively the aotlvee and ■otivatien of each nan* 
they tend te cause officer to becoee sore abjective 
im his appraisal and to see aore clearly. Se<xmd« Section 
XX of the Qkedfc-list is a list cf flftji^el^t teehniqeae 
Muich oen sosMtlBss help eotivete asn of the Sevy to par fora 
their Jobs acre efficiently* usefully* and enthusiastloslly. 
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Third* there ie a systM of reference nuabera after e&ch 
queetlon in Section I which refer to epooifio aotiratlon 
techniques in Seetloii IX, The techniques which are sug- 
seated by the cheek-liat depend upon idiat answers are given 
to the queations of Section I oonoeming the individual aan 
being eonsidered. 

The tecxmiquea of motivation have beesn selected from 
generally accepted principles in the fields of payehology* 
businees leadership* public adadnis tratioa* philosophy* 
religion* and military leadership. These are not all of 
the poseible techniques* yet they comprise a fairly oo»» 
plete selection of those which can be reasonably substaa** 
tie ted. They are oo^pact and useful in this form. 

The check-list has not been proved in real use as yet. 
dmt fourteen Mavy officers* foxir Army offloers* and onn 
aavy chief petty officer have offered the opinion that it 
will be a valuable aid In many instanoes. It is hoped that 
it will prove of value when a leader finds m«» alack or 
negligent in their duties* or when he might have e frme half 
hour to review quiokly the motives of his personnel. It 
is also hoped thet it will prove of value for inatruoting 
new leadere* of fie ere* and petty officers in thia is^rtant 
phase of 1 eadarshlp. 
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